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Preface

Delivery and accountability for the resources that taxpayers and the legislature entrust to us is the top priority 
of the Washington State Department of Transportation’s Project Control and Reporting!

With passage of the 2003 Transportation Funding Package (Nickel) and the 2005 Transportation Funding Package 
(Transportation Partnership Account), the Washington State Department of Transportation (WSDOT) has entered 
a new era of line item appropriations and project level provisos. Given this high visibility of projects, it is the goal 
of the Department to meet its commitment of delivering each of its projects on time, on budget with no surprises.

To help us meet that goal, WSDOT has restructured its project control and reporting policies and procedures. 
The purpose of this manual is to document the policies and procedures WSDOT has adopted to comply with 
 legislative reporting mandates and to provide an overview of how they are implemented.

This manual has been developed with extensive input from across the Department.  Individuals representing 
the various capital programs from the modes, regions, and headquarters divisions have contributed their time, 
knowledge, and expertise to fully capture the details of the policies, procedures, and systems used in the delivery 
process.  This manual truly represents WSDOT’s commitment for delivering the Transportation Capital Programs 
at the project level.  It also reflects the OneDOT approach that provides consistency between programs while 
 recognizing the uniqueness of each capital program.

 Gregory A. Selstead, P.E. 
 Director 
 Project Control & Reporting
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Section 1. Executive 
Summary

	 Development	of	a	statistically	rigorous	Cost	
Estimation	Validation	Process,	which	is	being	
emulated	nationally;

	 Creation	of	the	Ferry	System	Terminal	and	Vessel	
Life	Cycle	Cost	Model;

	 Utilization	of	design-build	delivery	models	
(as	opposed	to	the	traditional	design-bid-build	
standard),	which	can	reduce	overall	project	
	delivery	time	and	allocate	risk	between	the	
Department	and	its	contractors;	and

	 Implementation	of	numerous	business	process	and	
technology	improvements,	such	as	automation	of	
the	work	order	authorization	process.		Work	order	
authorization is the keystone of financial control 	
at	WSDOT.		As	such,	it	necessarily	involves	
a	complex	system	of	checks	and	approvals.	
Replacement	of	the	paper-based	system,	in	which	
forms	were	routed	sequentially,	has	been	replaced	
by	a	system	that	automates	concurrent	routing,	
eliminates paper, and allows instant identification 
of	a	work	order’s	status	and	location.

The	Legislature’s	drive	to	strengthen	WSDOT	project	
control	and	reporting	is	related	to	passage	of	the	
2003	Transportation	Funding	Package,	in	particular.	
However,	all	WSDOT	projects	and	the	system	within	
which	they	are	developed	and	delivered	are	affected.	
One	objective	of	this	document	is	to	describe	how	the	
Legislature’s	direction,	as	expressed	in	law	from	both	
2003,	2004,	and	2005	sessions,	is	being		
implemented	by	WSDOT.		Its	broader	purpose	is	
to	describe	WSDOT’s	project	control	and	reporting	
system	as	the	framework	that	structures	the	
Department’s	delivery	of	the	projects	funded	by	the	
Legislature.

The	Washington	State	Department	of	Transportation’s	
(WSDOT)	business	is	the	operation,	preservation,	and	
improvement	of	the	state’s	multimodal		
transportation	network,	which	includes	highways,	
rail,	and	the	nation’s	largest	ferry	system.		As	such,	
the	Department’s	core	responsibility	is	the	delivery	
of	projects.		Project	delivery	begins	with	the	
programming	of	a	given	project	(that	is,	its	inclusion	
in	the	state’s	Capital	Improvement	and	Preservation	
Program);	extends	through	design,	right	of	way,	
and	construction	activities;	and,	terminates	once	
the	project	is	“operationally	complete,”	or	ready	
to	serve	its	purpose.

WSDOT	is	dedicated	to	a	long-standing	commitment	
to	deliver	its	projects	within	approved	scopes,	
schedules,	and	budgets.		Performance	in	delivering	
projects	is	the	most	important	indicator	of	how	well	
the	Department	is	doing	its	job	and	living	up	to	
this	commitment.

While	many	of	the	Department’s	activities	(such	
as	hiring	and	developing	staff)	support	its	project	
delivery	objectives,	none	do	so	more	directly	than	
the	Department’s	integrated	system	of	project	
control,	reporting,	and	management,	the	subject	
of	this	document.

Legislative Direction for  
Project Control and Reporting
Over	the	past	two	legislative	sessions,	WSDOT	has	
received	direction	from	the	Legislature	regarding	
project	management,	control,	and	reporting		
procedures.		This	direction	has	the	effect	of	increasing	
the	level	of	legislative	and	public	access	to	infor-
mation	on	WSDOT’s	management	performance.		
The	Legislature	provides	opportunities	for	the	
Department	to	build	upon	its	continuous	project	
delivery	improvements.		Recent	examples	of	the	
Department’s	improvements	in	project	delivery	
over	the	past	several	years	include	the	following:
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Intended Audience
Following	are	the	primary	audiences	for	which	this	
document	is	intended:

	 The	Transportation	Commission,	the	Legislature,	
and	their	respective	staffs,	as	a	means	of		
communicating	how	WSDOT	is	meeting	the	
intent	of	the	2003	and	2004	legislation;

	 WSDOT	executives	and	staff	in	the	regions	and	
among	the	transportation	modes,	so	that	they	
can	understand	their	roles	and	responsibilities	
in	executing	the	legislative	direction	in	concert	
with	the	rest	of	the	Department.

2003 Transportation Funding Package: 
“Nickel Program” Development,  
Control and Reporting
In	2003,	the	Washington	State	Legislature	approved	
the first state gas tax increase since 1991.  The 
package included a five-cent a gallon increase on 
gasoline	(along	with	a	number	of	other	transpor-
tation-related	taxes	and	fees).1		Revenues	from	the	
gas	tax	increase	and	the	added	gross	weight	fees	for	
trucks	are	deposited	into	a	new	account:	the	2003	
Transportation	Funding	Package	(Nickel)	account.	
Meanwhile,	the	increase	to	the	sales	tax	on	vehicles	
and	the	license	plate	retention	fee	are	deposited	into	
the	existing	Multimodal	Transportation	Account.

At	the	same	time	that	the	Legislature	approved	the	
gas tax package, it drew up a list of specific projects 
on	which	the	increased	revenues	could	be	spent.		
This	list,	the	centerpiece	of	the	2003	Transportation	
Funding Package, contained over 150 separate 
roadway,	rail,	and	ferry	projects.		The	revenues	from	
the	increased	taxes	and	fees	will	be	leveraged	with	
bonding over a 10-year period—in all; they represent 
an investment of over $4.1 billion.  Revenue estimates 
are	updated	regularly	to	ensure	that	planned	Nickel	
Program	expenditures	are	balanced	with	revenues.

In	addition	to	specifying	the	“Nickel	Projects,”	on	
which	the	new	revenues	must	be	spent,	the	Legislature	
also	wrote	into	law	new	control	and	reporting		
requirements	for	these	projects;	as	a	result,	the	Nickel	
projects	are	subject	to	greater	legislative	oversight	

and	control.		Unlike	previous	budgets,	the	new	gas	tax	
revenues are budgeted on a line-item basis for specific 
projects	with	little	latitude	for	change	without		
legislative	approval.		In	addition,	shifts	in	schedule	
and	budget	among	Nickel	projects	are	subject	to	
higher	levels	of	legislative	control	than	projects	
that	are	funded	out	of	preexisting	funds,	commonly	
referred	to	as	“Non-Nickel”	projects.

Nickel Projects:  A Key Subset of 
the WSDOT Program
While	they	are	a	highly	visible	part	of	the	WSDOT	
program,	it	is	important	to	keep	in	mind	that	there	are	
hundreds	of	Non-Nickel	projects.		These	projects	are	
also	subject	to	WSDOT’s	system	of	project	control	
and	reporting,	although	the	business	processes	and	
approval	levels	for	Nickel	projects	are	more	stringent.

Although	the	Department	has	more	options	for	
managing	Non-Nickel	projects,	it	is	the	Department’s	
policy	to	maintain	all	projects	within	the	budgeted	
cost,	scope,	and	schedule,	changing	them	only	when	
new	conditions	require	change	or	when	it	is	in	the	
State’s	best	interest	to	incorporate	a	change.		It	is	also	
the	policy	of	the	Department	to	report	routinely	to	
the	Legislature	any	major	project	changes,	regardless	
of	funding	source,	and	the	status	of	the	various	
	transportation	programs.

The 2004 Supplemental Budget 
Package:  Control Requirements 
for All WSDOT Projects
The	Legislature’s	bolstering	of	project	control	
and	reporting	requirements	expressed	in	the	2003	
Nickel	Funding	Package	was	furthered	in	the	2004	
supplemental	budget	legislation,	requiring	WSDOT	
implement	new	management	tools	to	demonstrate	
that	the	agency	monitors	scope,	schedule,	and	budget	
for	all	its	projects,	regardless	of	funding	source.		This	
language	is	contained	in	Sections	302,	303,	and	304	
of	ESHB	2474:

“The	Department	shall	work	with	
the	transportation	committees	of	the	
Legislature	to	agree	on	report	formatting	
and	elements.		Elements	shall	include,	but	
not	be	limited	to,	project	scope,	schedule	
and	costs.		The	Department	shall	also	
provide	the	information	required	under	
this	subsection	via	the	Transportation	
Executive	Information	System.”

1Other	taxes	and	fees	that	have	been	increased	under	the	2003	legislation	are	an	
increase	on	gross	weight	fees	for	trucks,	an	additional	0.3%	sales	tax	on	new	
and	used	vehicles,	and	a	license	plate	retention	fee.
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This language is notable because it is the first time 
that the Legislature has issued such specific 	
requirements	for	WSDOT	project	management	and	
reporting.		The	new	project	management		
requirements	set	by	the	Legislature	are	not	the	only	
changes	in	project	delivery	at	WSDOT.		Since	his	
2001 appointment by the Transportation Commission, 
Secretary	Doug	MacDonald	has	restructured	the	
Department	to	emphasize	project	accountability	and	
delivery.

A	key	change	at	the	Headquarters	level	was	the	
separation of the Program Management Office into 
two separate sections in 2003 (Figure 1).  The first 
section,	the	Strategic	Planning	and	Programming	
Office, was created to align program development 
with	transportation	system	planning.		Uniting	
program	development	and	transportation	planning	
will	streamline	development	of	the	Washington	
Transportation	Plan	(WTP)	update.		The	second	
section, the Project Control & Reporting Office 
(PC&R),	is	responsible	for	measuring	performance,	
controlling	change,	and	reporting	on	the	Department’s	
project	and	program	delivery	performance	to	the	
Legislature	and	the	public.		The	result	of	the		
Legislature’s	direction	and	the	Department’s		
reorganization	is	that	many	of	the	programming,	
control,	and	reporting	procedures	documented	in	
the	Programming and Operations Manual,	last	
updated in 2001, have changed.

The purpose of this document is to take the first 
step	toward	documentation	of	WSDOT’s	evolving	
project	control	and	reporting	system	by	setting	
forth	a	high-level	framework.		Detailed	instructions	
regarding	project	control	and	reporting	requirements,	
including process flows and data input requirements, 
will	be	provided	in	a	later	volume	of	this	report,	
which	will	serve	as	a	desk	reference	for	day-to-day	
WSDOT	business.2

2005 Transportation Funding Package:  
Transportation Partnership Account
In	2005,	the	Washington	State	Legislature	approved	
the second state gas tax increase since 1991.  The 
package	included	a	nine	and	a	half-cent	tax	increase	

per	gallon	of	gasoline	(along	with	various	other	fee	
increases).		The	new	revenue	package	funds	274	
projects across the state over the next 16 years for a 
total	of	almost	$7	billion.

One WSDOT:  Consistency in 
Project Control and Reporting
WSDOT	is	organized	into	six	geographical	regions	
plus the Urban Corridors Office (which manages 
major	state	highway	corridors	in	the	Central	Puget	
Sound	area),	several	modal	divisions	and	statewide	
oversight	through	a	central	headquarters.		While	the	
majority	of	WSDOT	projects	are	devoted	to	roadway	
preservation	and	improvements,	the	Department	also	
delivers	other	non-highway	capital	projects,	including	
those	developed	under	the	following	WSDOT	“modes.”

WSDOT’s Major Non-Highway Modes
Washington State Ferries
Washington	State	Ferries	(WSF)	plays	an	important	
role	in	the	state	transportation	system.		It	is	a	vital	
link	in	east-west	highways	carrying	people	and	
freight	from	one	side	of	Puget	Sound	to	the	other.	
The	Ferry	System	serves	the	region’s	commuters	
in	eight	counties	and	provides	island-mainland	and	
inter-island	transportation.		In	FY	2003,	25	million	
riders and 11 million vehicles used the system’s 
terminal	and	vessels.

WSF’s	infrastructure	includes	terminals,	vessels,	and	
maintenance	facilities.		The	Ferry	System	operates	
20	terminals	that	provide	vessel	reception;	customer	
access	to	and	clearance	of	terminal	facilities;	vehicle	
and	passenger	staging,	holding,	loading	and	unloading	
facilities;	and	connections	with	other	modes	of		
transportation.  The fleet consists of 28 vessels, which 
accommodate	vehicles	and/or	passengers	and	operates	
a	major	maintenance	facility	at	Eagle	Harbor.

2		WSDOT’s	programming	and	project	control	and	reporting	functions,	
once housed together under the Office of Program Management, have been 
separated.	Functions	related	to	developing	the	highway	construction	pro-
gram	are	now	organized	under	Strategic	Planning	and	report	to	the	Chief	of	
Staff.	Functions	related	to	Project	Control	and	Reporting	are	managed	by	the	
Assistant	Secretary	of	Engineering	and	Regional	Operations.	When	program-
ming	and	project	control	were	housed	together,	it	made	sense	to	have	a	single	
Programming	and	Operations	Manual.	Separate	documentation	of	the	program-
ming	process	in	the	reorganized	structure	is	underway.
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Figure 1. WSDOT Organization Chart
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WSF	has	the	largest	capital	program	after	the	highway	
Preservation	and	Improvements	Programs.		WSF’s	
construction	program	performs	the	same	program/
project	development,	control,	and	reporting	functions	
as	other	highways	programs.		Also,	its	methods	and	
procedures	are	similar.		However,	WSF’s	capital	
program	must	support	ferry	service	delivery.		So,	
WSF	capital	program	management	occurs	largely	
within	WSF’s	organizational	structure	rather	than	
the	highway	organizational	structure.		Nevertheless,	
WSF	is	committed	to	producing	products	that	can	be	
integrated	with	other	highway	programs.

Washington State Department 
of Transportation Rail Office
WSDOT’s Rail Office operates in three primary 
areas: (1) Freight Rail, (2) Rail Safety Improvement, 
and	(3)	Passenger	Rail.

 In the area of freight rail, the Rail Office provides 
loans	and	grants	to	rail	districts,	port	districts,	
counties,	economic	development	councils,	cities,	
and	private	railroads	to	support	light-density	rail	
lines;	to	improve	rail	access	to	ports;	and	to	pre-
serve	or	restore	rail	corridors	and	infrastructure.	
It	can	do	this	through	loans	for	essential	projects	
on	private	property,	and	through	grants	and	loans	
for	essential	projects	on	public	property.

 In the area of safety, the Rail Office administers 
the	federal	Railway/Highway	Crossing	Program,	
a	grant	program	to	fund	safety	improvements	
to	reduce	the	number	of	fatalities,	injuries,	
and	crashes	at	public	grade	crossings	through	
improvements	including	grade	separation	of	
	highway	and	rail	movement.

	 Finally,	in	the	area	of	passenger	rail,	the	Rail	
Office is partnering with local, state, and private 
sector	stakeholders	to	develop	passenger	service	
along	the	corridor	extending	from	Vancouver,	
B.C.,	to	Portland,	Oregon,	as	part	of	a	balanced	
transportation	system.		Over	the	next	several	
decades,	the	state	plans	to	make	capital		
investments	including	track	improvements,	safety	
	systems,	and	train	equipment	and	stations	in	
order	to	accomplish	this.

The Rail Office’s project development, 
measurement,	and	reporting	processes	parallel	those	
of	core	department	capital	programs	in	many	respects.	
However, there are some significant differences, 
due	in	most	part	to	the	fact	that	rail	projects	cannot	

be	funded	out	of	the	Motor	Vehicle	Fund,	because	
of	the	constitutional	prohibition	against	using	this	
source	for	anything	but	highway	or	ferries	projects.	
These	differences	are	treated	on	an	exception	basis	
in	the	Section	4,	“Managing	Project	Expenditures	
and	Changes.”

Washington State Department of 
Transportation Traffic Operations
WSDOT’s Traffic Operations Division receives 
specific funding with which to develop capital 
projects aimed at improving the efficiency and safety 
of	the	existing	system	as	opposed	to	building	new	
capacity.  Traffic Operations projects center on the 
implementation	of	techniques	such	as	intersection	
and	freeway	management	systems,	traveler	infor-
mation,	weather-sensing	technology,	weigh-in-motion	
capacity	for	freight	transportation,	and	the	hardware	
and	software	associated	with	all	of	these	technologies.

Traffic Operations project development, measure-
ment,	and	reporting	processes	parallel	those	of	core	
department	capital	programs	with	minor	exceptions.

Washington State Department 
of Transportation Highways and 
Local Programs
Highways	and	Local	Programs	works	in	cooperation	
with,	and	through	the	Regional	Local	Programs	
Offices in WSDOT.  Regional Local Programs 
offices are located in each of WSDOT’s six regions 
throughout	the	state.		They	are	the	direct	link	with	
local	agencies	and	partners	such	as	tribal		
governments,	ports,	and	transit.		The	primary		
responsibility of the region office is to manage the 
federal	and	state	funds	available	in	a	manner	that	
allows	the	agencies	to	be	successful	in	their		
transportation	endeavors.		At	the	same	time,	the	
regional	staff	assists	agencies	in	their	compliance	
with	program	requirements.		They	guide,	counsel,	
and	collaborate	with	these	agencies	project	scoping,	
funding,	design,	and	environmental	documentation,	
construction,	and	project	closure.

Highways	and	Local	Programs	project	development,	
measurement,	and	reporting	processes	parallel	those	
of	core	department	capital	programs	with	minor	
exceptions.



6 Project Control and Reporting Manual M 3026.00 
 January 2006

Section �

Washington State Department 
of Transportation Facilities
WSDOT’s	Facilities	program	provides	workplaces	
to	house	staff	and	equipment	that	design,	operate,	
and	maintain	the	state	highway	system.		With	
2.5	million	square	feet	of	building	space,	WSDOT	
is	the	second	largest	general	government-building	
owner	in	the	state,	behind	General	Administration.	
WSDOT’s	500	sites	and	700	buildings,	the	asset	
replacement	value	of	which	is	nearly	one	half	billion,	
are	located	throughout	the	state.		The	Facilities	
organization	manages	facilities	throughout	the	life	
cycle	(planning,	acquisition,	design,	construction,	
	operations,	maintenance,	and	disposal).

State	funding	is	provided	in	a	separate	and	distinct	
program.		Major	capital	projects	are	typically	limited	
to less than 10 per biennium.  Facilities project 
development,	measurement,	and	reporting	processes	
parallel	those	of	core	department	capital	programs,	
utilizing	the	same	core	agency	systems,	plus	others,	to	
track	expenditures	and	variances.		Delivery	is	reported	
in	the	same	manner	as	other	agency	capital	programs.

A Framework for Standardization
As WSDOT’s Project Control & Reporting Office 
(PC&R)	develops	its	framework,	a	key	objective	is	to	
ensure	enough	standardization	of	data	and	processes	
so	that	comparable	analyses	and	management	controls	
can	be	applied	across	modes	and	regions.		Without	
basic	standardization,	it	is	not	possible	to	perform	
meaningful	analyses,	to	implement	improvements	
efficiently, or to provide a consistent status of the 
Department’s	performance.		To	this	end,	staff	from	
Headquarters	work	continuously	with	regional	and	
modal	program	managers	to	ensure	the	compa-
rable	data	and	standardization	in	project	control	
and	reporting.

Such	standardization	helps	WSDOT	employees	
understand	the	Department’s	business	objectives	and	
their	roles	in	achieving	them.		It	also	provides	the	
platform	for	communication	of	a	clear	and	consistent	
message	regarding	the	Department’s	performance	to	
decision	makers	outside	WSDOT.		Enhanced		
communication	based	on	consistent	data	and	proce-
dures	will	result	in	greater	trust	in	the	Department’s	
management	of	the	State’s	transportation	resources	
and	ultimately	in	increased	support	for	the	funding	
needed	to	provide	transportation	facilities	and	
services.

Differences	in	project	control	and	reporting	processes	
from	the	“norm”	set	by	the	Highway	Construction	
Program	are	treated	on	an	exception	basis	in	this	
document.

The Principles Underlying 
WSDOT’s Project Control & 
Reporting System
As	noted,	the	purpose	of	WSDOT’s	Project	Control	&	
Reporting	System	is	to	ensure	that	policies,		
procedures,	and	tools	are	in	place	and	applied	at	every	
level	and	in	every	unit	of	the	Department	to	ensure	
that the Department fulfills its responsibility by 	
delivering its capital program—in short, getting 
projects	done	and	open	to	use,	on	time,	within	budget,	
and	with	no	more	and	no	less	functionality	than	
scoped.

In	cases	where	the	Department	does	not	meet	
100 percent of its project objectives, it is the 	
responsibility	of	PC&R	to	report	the	causes	and	
effects	of	the	underlying	issue	promptly	so	that:		
(1) policy makers and the public have an objective 	
understanding	of	the	problem;	(2)	so	that	corrective	
action	can	be	applied	early;	and,	(3)	so	that	the	
Department	can	analyze	problems,	learn	from	the	
experience,	and	avoid	them	in	the	future.

The	following	principles	are	the	basis	for	WSDOT’s	
Project	Control	&	Reporting	System:

	 A	“no	surprises,”	early	warning	approach,	which	
is	critical	to	the	Department’s	ability	to	act	early	
and	aggressively	to	prevent	or	minimize	changes	
in	project	scope,	schedule,	or	budget.

	 Frequent,	consistent,	data-driven	project	and	
	program	performance	reporting	on	a	regular	
schedule,	as	opposed	to	discretionary,	ad	hoc		
self-reporting;	and

	 Increased	independent	access	to	information	
on	WSDOT	program	and	project	management	
	performance.

The Components of WSDOT’s 
Project Control & Reporting 
System
WSDOT’s	integrated	system	of	project	control	and	
reporting	provides	the	Department	with	tools	and	
processes	to	monitor,	control,	and	report	on	project	
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and	program	performance.		While	the	business	
processes	and	threshold	levels	used	to	implement	the	
system	vary	among	modes	and	funding	sources,	the	
basic	framework	applies	to	all	projects.		The		
components	of	this	framework,	overviewed	in	this	
section,	and	detailed	elsewhere	in	the	document,	are	
as	follow:

	 Cost	Estimating	Validation	Process;	Cost	Risk	
Assessment;	and	Scope,	Cost,	&	Risk	Evaluation

	 WSDOT’s	Executive	Review	Board;

	 Project	Controls;	and

	 Project	Reporting.

Cost Estimating Validation Process 
(CEVP)
The first step in good project control is establishing 
and	maintaining	an	accurate	project	schedule	and	cost	
estimate	at	the	very	start	of	the	project	process.		In	
2002,	WSDOT	began	tackling	the	issue	of	improving	
the	management	of	project	cost	schedule	with	the	
implementation	of	a	new	cost	estimating	process	that	
focuses	on	estimating	and	managing	risk.		WSDOT	
began	a	new	effort	at	the	project	level	to	identify	
and	quantify	risks	that	can	impact	the	budget	and	
schedule	of	individual	projects.		The	Department	uses	
three	tools	to	help	identify	and	communicate	the	risks	
associated	with	a	project	to	help	maintain	project	
cost	integrity:

1. CEVP is an intense workshop where 	
transportation	projects	are	examined	by	a	team	
of	top	engineers	and	risk	managers	from	local	
and national private firms and public agencies 
reviewing	project	details	with	WSDOT	engineers.	
The	CEVP	workshop	team	uses	systematic	project	
review	and	risk	assessment	methods	to	evaluate	
the	quality	of	the	information	at	hand	and	to	
identify	and	describe	cost	and	schedule	risks.

2.	 Cost	Risk	Assessment	(CRA)	is	a	highly	struc-
tured	approach	to	incorporate	consideration	of	
uncertainty	in	project	modeling	and	management.	
A specific project is represented by the project 
team	who	participate	actively	and	are	the	primary	
beneficiaries of the CRA.  As a dynamic process, 
a	CRA	may	be	conducted	at	several	times	during	
the	development	of	the	project	to	evaluate		
uncertainty	and	degree	of	risk	in	cost	and	
schedule.

3.	 Scope,	Cost,	&	Risk	Evaluation	(SCoRE)	is	a	
peer-level	review	of	the	“due	diligence”	analysis	
of	the	scope,	costs	estimate,	and	risk	for	trans-
portation	projects.		SCoRE	applies	a	similar,	
but	abbreviated	and	less	rigorous,	version	of	the	
CEVP	process,	including	anticipated	uncertainty	
and	variability.

CEVP	is	an	intense	workshop	where	transportation	
projects	are	examined	in	detail	by	a	team	of	top	
engineers	and	risk	managers	from	local	and	national		
private firms, public agencies, and WSDOT engineers. 
The	CEVP	team	uses	a	systematic	project	review	
and	risk	assessment	methods	to	evaluate	the	quality	
of	information	used	to	identify	and	describe	cost	and	
schedule	risks.		The	process	examines	how	risk	can	be	
lowered	and	cost	vulnerabilities	reduced	or	managed	
to	promote	activities	that	improve	cost	and	schedule.

WSDOT’s Executive Review Board
Within	WSDOT,	executive	direction	and	oversight	for	
project	control	and	reporting	is	provided	by	the	newly	
convened	Executive	Review	Board,	which	comprises	
the	following	members:

	 The	Assistant	Secretary	for	Engineering	and	
Regional	Operations,

	 The	Secretary’s	Chief	of	Staff,

	 Modal	Directors,

	 The	Director	of	Environmental	&	Engineering	
Programs,	and

	 The	Director	of	Project	Control	&	Reporting.

The	Executive	Review	Board	performs	many	of	the	
functions	formerly	done	by	the	Department	Project	
Screening	Board,	a	panel	of	Department	executives	
that	meet	periodically	to	consider	proposed	changes	to	
project	scope,	schedule,	or	budget.		In	the	past,	project	
changes	went	through	a	review	and	approval	process	
using	a	Change	Management	Form.		The	proposed	
change	was	reviewed	by	the	program	managers	and	
approved	at	various	levels	in	PC&R	depending	on	the	
significance of the change (as indicated by cost and 
percentage	thresholds).		If	the	change	was	major,	it	
was	forwarded	to	the	Department	Project	Screening	
Board,	a	panel	of	WSDOT	executives	that	met	as	
needed	to	deal	with	proposed	changes.

Although	the	Screening	Board	process	provided	
executive	management	input	to	major	changes,	
the	timing	was	usually	fairly	late	in	the	process,	
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sometimes	limiting	decision	options.		In	contrast,	
the	Executive	Review	Board	has	been	structured	to	
provide	early,	continuous	project	monitoring	and	
control.		The	primary	forum	for	the	Executive	Review	
Board’s	activities	is	the	Quarterly	Review	Process.

The Quarterly Review Process
To	conduct	its	Quarterly	Reviews,	the	Executive	
Review	Board	travels	to	each	region	for	a	half-	to	
full-day	meeting	prior	to	the	close	of	each	quarter.	
Meetings	are	also	held	with	each	mode.		The	agenda	
for	these	meetings	generally	includes	the	following	
elements:

	 Presentations	by	the	responsible	project	engineer	
on	every	Nickel	Project,	regardless	of	whether	
there	is	any	anticipated	or	actual	variance	from	
the	baseline	scope,	schedule,	or	budget;

	 Presentations	by	project	engineers	on	other	
 projects of regional or statewide significance;

	 Presentations	by	the	regional	or	modal	
	administrator	and/or	their	designee	on	overall	
	program	delivery;	and

	 Discussion	of	and	action	on	proposed	scope,	
schedule,	and	budget	changes	that	require	
Executive	Review	Board	authorization.

The	Quarterly	Review	process	is	designed	to	provide	
the	following:

	 Continuous,	systematic	monitoring	and	control	
of	all	Nickel	projects	as	well	as	other	projects	
of regional and statewide significance;

 Early identification of potential and actual risks 
to	project	scopes,	schedules,	and	budgets;

	 A	forum	in	which	representatives	from	
Headquarters	and	the	regions	or	modes	can	
	collaborate	on	strategies	to	avoid	or	mitigate	
	project	changes;	and

	 Firsthand	information	for	WSDOT	Headquarters	
staff	to	report	to	the	Secretary	of	Transportation,	
the	Transportation	Commission,	and	legislative	
staff.

These	meetings	are	in	effect	an	“early	warning	
system”	that	allows	PC&R	and	WSDOT	executives	
to	anticipate	and	manage	project	and	program	issues	
at	the	statewide	level.		Meanwhile,	these	meetings	
provide additional benefits, such as the opportunity 

for	the	regions	and	modes	to	strategize	jointly	with	
executives	from	Headquarters	on	the	best	way	to	
address project challenges—both individually and 
within	the	context	of	overall	program	delivery.

In	addition	to	conducting	the	Quarterly	Reviews,	
the	Executive	Review	Board	has	broader	functions	
as	well:

	 Assistance	to,	support	of,	and	coordination	with	
the	regions	and	modes	for	project	and	program	
problems	and	issues	as	they	develop;

	 Executive	oversight	of	program	and	project	
	delivery	by	region	and	mode;

	 Review	and	approval	of	reports	submitted	to	
the	Legislature;	and

	 Approval	of	projects	to	proceed	to	the	
Transportation	Commission	for	those	project	
changes	requiring	Legislative	action.

Besides	the	routine	quarterly	meetings	with	each	
region	and	mode,	the	Executive	Review	Board	
also	convenes	as	needed	to	address	issues	that	
require	immediate	executive	approval,	such	as	
final approval of proposed program adjustments 
during	budget	preparation.

Control of Project Changes
WSDOT	has	two	primary	mechanisms	in	place	to	
monitor	and	control	project	scopes,	schedules,	and	
expenditures.  The first is the Project Control Form, 
and	the	second	is	the	Work	Order	Authorization	Form.

The Project Control Form
When	a	change	to	project	scope,	schedule,	or	budget	
is	needed	on	a	project,	a	request	for	approval	of	
the	change	is	submitted	to	the	appropriate	level	
via	a	Project	Control	Form.		The	Project	Control	
Form	provides	the	reviewer	and	approver	a	
detailed	description	of	the	project’s	current	status	
for	the	cost,	scope,	and	schedule;	the	need	for	the	
change;	the	change	itself;	and	a	proposal	as	to	how	
the	change	will	be	accommodated	within	in	the	
budget.		Requesters	also	provide	insight	on	lessons	
learned—that is—what WSDOT can do to anticipate 
and	avoid	similar	changes	in	the	future.		For	Non-
Nickel	projects,	approval	levels	range	from	minor	
(approved	in	the	region)	to	major	(approved	by	the	
Executive	Review	Board).		As	provided	in	the	2004	
Supplemental	Budget,	the	Transportation	Commission	
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approves	all	cost	changes	to	Nickel	projects	that	
can be met by the financial plan as long as the scope 
remains	unchanged	and	the	overall	program	can	be	
delivered.		The	Transportation	Commission	can	also	
approve cashflow adjustments near biennial lines. 
Project	changes	that	fall	outside	this	criteria	must	be	
approved	by	the	Legislature.

Work Order Authorization
WSDOT’s	Work	Order	Authorization	process	is	the	
second	control	process.		It	has	been	used	by	WSDOT	
for	decades	to	control	the	actual	expenditure	of	funds.	
All	WSDOT	expenditures	must	be	approved	through	
the	work	order	authorization	process	using	the	same	
approval	levels	as	for	Project	Control	Forms.

WSDOT	recently	automated	the	work	order	
	authorization	process,	which	allows	for	organiza-
tional	variances	among	the	modes	and	regions	in	
terms	of	the	routing	of	approvals.		However,	required	
inputs	are	the	same	across	modes	and	regions,	and	
the endpoint is the same—a single process for the 
	authorization	of	funds.	Section	4	describes	the	work	
order	authorization	process	in	some	detail.

Project Reporting
Measures, Markers and Milestones— 
The “Gray Notebook”
Whereas	the	Project	Control	Form	process	is	the	
official detail-level approval process for project 
changes,	and	Work	Order	Authorization	is	the	
official approval process for funding approved 
project	changes,	the	WSDOT	Gray Notebook	is	the	
Department’s	formal	reporting	tool.		Its	“Beige	Pages”	
are	the	formal	reporting	tool	for	Nickel	projects	in	
particular.		This	is	where	the	Department	tracks	and	
reports	the	status	of	all	Nickel	projects	from	start	
to completion with early notification of potential 
changes	as	well	as	accounting	for	actual	project	
adjustments.		All	other	projects	are	summarized	
within	their	individual	capital	programs	and	reported	
in	the	Gray Notebook’s	“White	Pages.”

Summary of Adjustments 
to Project Delivery
Each	quarter,	a	report	summarizing	the	current	
status	of	all	Nickel	projects	and	any	proposed	
changes	is	prepared	for	review	and	approval	by	the	
Transportation	Commission,	and	reported	to	the	

Legislature	through	legislative	staff.		The	Summary of 
Adjustments to Project Delivery	shows	any	changes	
in	project	costs	from	the	budget,	shifting	of	funds	
between	biennia	with	reasons	for	any	variances.

Project Status Report
Sometimes	referred	to	as	the	“Gantt	Charts,”	
the	Project Status Report	takes	the	Summary of 
Adjustments to Project Delivery	report	and	adds	
a	graphical	presentation	of	six	key	milestones	on	
a	timeline	for	a	consolidated	look	at	the	status	of	
project	expenditures	and	delivery	activities.

Once	the	current	status	is	reported	in	the	Gray 
Notebook,	the	Department	further	reports	additional	
information on each Nickel project and significant 
Non-Nickel	projects	on	the	Department’s	Internet	
Home	Page	at	www.wsdot.wa.gov	in	two	formats:	
(1) a Project Page and (2) a Quarterly Project Report 
(QPR).		Project	pages	are	found	with	the	link	“Nickel	
Funding	Package	Project	List”	under	the	heading	
“Projects.”		Meanwhile,	QPRs	are	found	using	the	
links	in	the	left-hand	margin	of	each	Project	Page.

Project Pages
Fed	by	information	in	the	Gray Notebook,	the	Project	
Pages	provide	in-depth	information	on	each	project	
describing	the	overall	project	vision,	funding		
components, financial tables, milestones, current 
status,	risk	challenges,	and	forecasts.		The	Project	
Page	is	fairly	lengthy	with	detailed	information	
including	photos,	drawings,	and	other	graphics	to	give	
a	complete	description	and	status.		The	intent	of	the	
page	is	to	provide	the	reader	an	extensive	overview	
of	the	project.

Quarterly Project Reports
Meanwhile,	the	Quarterly	Project	Reports	(QPRs)	
provide	a	quick	but	thorough	snapshot	of	the	project’s	
current	status	including	project	highlights,	milestones	
and	their	status,	brief	statements	on	the		
transportation	problems	being	addressed	by	the	
project, any delivery challenges, a summary financial 
table,	and	an	expenditure	graph.

The	components	of	WSDOT’s	Project	Control	&	
Reporting	System	are	depicted	in	Figure	2.
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Figure 2. Project and Program Reporting
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Section 2. Building the  
Capital Program

Overview
This	section	summarizes	the	process	by	which	
WSDOT	projects	are	planned,	programmed,	and	
budgeted.		The	Department’s	business	is	organized	
into	separate	programs	for	budgetary	and	management	
purposes.		At	the	highest	level,	a	distinction	is	made	
between	Operating	and	Capital	programs.		Because	
WSDOT	projects	are	funded	out	of	the	Capital	
Program,	this	section	focuses	on	that	aspect	of	the	
Department’s	business.

WSDOT’s	overall	capital	program	is	referred	to	as	
its	Capital	Improvement	and	Preservation	Program	
(CIPP).  The CIPP is a rolling 10-year plan, divided 
into five biennia.  The first two years of the CIPP 
constitute	the	construction	plan	for	the	current	
biennium,	while	a	summary	of	known	projects	and	
program funding objectives are specified within the 
CIPP	for	the	following	four	biennia.		Projects	listed	in	
the first biennium of the CIPP are specified in greater 
detail	than	those	programmed	for	out-years.		In	the	
outermost	biennia,	project	details	give	way	to	lump	
sum	funding	levels	proposed	for	various	categories	
of	work.

For	capital	program	planning	and	management	
purposes,	the	CIPP	is	comprised	of	by	six	major	
programs.		Major	programs	include	the	following:

1. Highway Preservation

2.	 Highway	Improvements

3.	 Rail

4.	 Facilities

5. Traffic Operations

6. Washington State Ferries

The	CIPP	is	supporting	documentation	for	the	
Transportation	budget	request.		The	structure	of	
WSDOT’s	Highway	Preservation	and	Improvement	
and	Improvement	Programs	are	depicted	in	Figure	3.

WSDOT	capital	program	development	involves	
many elected and appointed officials and agency 
staff	at	both	state	and	local	levels	whose	efforts	
must	be	integrated	in	order	to	identify	and	prioritize	
needs,	formulate	projects,	assemble	and	balance	
programs,	allocate	available	revenues,	and	produce	
biennial	budgets.

The	programming	and	budgeting	processes	are	
conceptual	and	practical,	respectively.		The	planning	
process	provides	the	foundational	development	of	
the	budget	requirements	and	the	budget	estimates.	
Meanwhile,	the	programming	process	then		
balances	revenues	and	requirements	to	develop	
the	transportation	program.

Roles and Responsibilities in 
Capital Program Development
Transportation	planning	and	programming	in	
Washington	is	a	collaborative	process	among	units	
of	state,	regional,	and	local	government,	which	bear	
collective	responsibility	for	identifying	transpor-
tation system needs and deficiencies; establishing 
near-	and	long-term	plans	to	address	them;	generating	
and allocating revenue; and efficiently managing the 
entire	process.		Figure	4	depicts	the	transportation	
and	revenue	funding	structure.		The	Washington	State	
Legislature	prepares	state	budgets,	funds	appropria-
tions,	and	monitors	the	performance	of	state	agencies	
and	programs.		

Transportation Planning
Transportation	planning	is	undertaken	at	all	levels	of	
government	in	Washington.		It	can	be	characterized	as	
a	complex	set	of	interlocking	processes	that	culminate	
in	a	collective	vision.		From	this	vision	a	path	forward	
that	addresses	long-term	transportation	needs	by	
employing	all	transportation	modes.		This	subsection	
overviews	the	transportation	planning	process	in	
the	State	as	it	relates	to	WSDOT’s	planning	and	
programming	activities.
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Figure 3. WSDOT’s Highway Preservation and Improvement Programs,  
Subprograms, and Categories
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State Transportation Policy
The	Washington	State	Transportation	Commission	
oversees	the	Department’s	budget	and		
operations.	It	also	proposes	transportation	planning	
and	budget	recommendations	to	ensure	that	the	
Department delivers an efficient, quality, multi-
modal	transportation	system.		As	part	of	its	respon-
sibilities,	the	Commission	periodically	prepares	
a	State	Transportation	Policy	document,	which	is	
submitted to the Legislature to fulfill state and federal 
planning	requirements.		This	document	serves	as	the	
framework	for	development	of	the	WTP.

The Washington Transportation Plan
The	WTP	is	a	comprehensive	20-year	vision	for		
State-owned	and/or	operated	transportation	modes,	
which	provides	an	overview	of	the	current		
conditions	facing	the	statewide	transportation	system.	
It	also	comprises	an	assessment	of	current	and	future	
needs,	and	a	blueprint	for	potential	solutions	and	
investments.		It	strategically	links	state,	local,	and	
regional	transportation	plans	into	an	integrated	whole.	
With	WSDOT’s	assistance,	the	Washington	State	
Transportation	Commission	compiles	and	prepares	
this	document,	which	it	submits	to	the	Legislature	
for	consideration	in	developing	funding	levels	and	
priorities.

Local and Regional Planning
Local	and	regional	governments	in	the	state	provide	
a	range	of	input	to	the	diverse	State-owned	and	
State-interest	components	of	the	WTP	through	their	
respective	planning	processes	and	collaboration	
with	WSDOT’s	regions	and	modes.		The	ultimate	
product	of	these	collective	planning	efforts	is	the	
Statewide	Transportation	Improvement	Program	
(STIP).		WSDOT	issues	this	document	jointly	every	
two	years	by	WSDOT	with	the	State’s	Regional	
Transportation	Planning	Organizations	to	the	
Federal	Highway	Administration	and	the	Federal	
Transit	Administration.		The	STIP	provides	a	3-year	
investment	strategy	across	all	modes	and	levels	of	
government	for	federally	funded	and	regionally		
significant projects.

Revenues, Funds, and Budgets
Revenue	is	the	lifeblood	of	all	state	agencies,	
programs,	and	projects.		As	such,	the	availability,	
equitable allocation, and efficient management of 

revenue	are	critical	to	delivering	and	maintaining	a	
balanced	transportation	system.		This	section	provides	
an	overview	of	revenue	sources,	transportation	
funding,	and	program	budget	allocations	as	they	relate	
to	the	State’s	transportation	agencies	and	programs.	
The	structure	is	depicted	schematically	in	Figure	4.

State Revenue Sources
The	State	collects	revenue	from	a	number	of	sources,	
chief	among	which	are	user	fees,	licenses,	and	taxes.	
The	foremost	generator	of	transportation	revenue	is	
the	gas	tax,	which	funds	approximately	one-third	of	
the	State’s	transportation	budget.		Three	principal	
state-imposed	and	state-collected	sources	of	revenue	
are	available	to	fund	transportation	in	Washington:

1. Motor fuel taxes (especially gas taxes);

2.	 Licenses,	permits,	and	fees	for	using	the	
	transportation	system;	and

3.	 The	Motor	Vehicle	Excise	Tax	(MVET).

State	revenues	are	deposited	into	the	Motor	Vehicle	
Fund	and	the	Transportation	Fund.		These	funds	are	
appropriated	to	the	Department	along	with	federal	and	
local	funds	in	the	biennial	Transportation	Budget	Bill	
passed	in	odd-numbered	years.

Supplemental	budgets	may	modify	the	biennial	
budget	in	even	years.		Legislative	appropriations		
in	these	budget	documents	are	provided	for		
Preconstruction	Engineering,	right	of	way	acqui-
sitions,	and	construction	work	in	the	highway	
construction	program.		Further	conditions	and	
limitation	on	the	use	of	state	appropriations	may	be	
specified in budget documents.  State funds may also 
include	bond	proceeds.

Federal Transportation Funding
Federal	funding	is	the	second	greatest	single	source	
(in	the	vicinity	of	33	percent).		The	relationship	
between	WSDOT	and	the	Federal	Highway	
Administration,	which	administers	federal		
transportation	funding,	is	a	funding	partnership.		The	
Federal	Highway	Administration	federal-aid	highway	
program is structured as a reimbursable financing 
program	in	which	states	incur	charges,	which	they	
pay,	and	are	then	reimbursed,	according	to		
requirements	set	by	the	Federal	Highway	
Administration.	This	approach	allows	states	to	
decide	which	projects	to	deliver,	how	they	should	be	
delivered,	and	how	they	should	be	contracted.
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Figure 4. Transportation and Revenue Funding Structure
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The	amount	of	funding	available	to	each	state	is	set	
by	Congress	each	year,	based	on	a	formula	that	takes	
into	account	elements	including:

	 Population,

	 Vehicle	lane	miles	of	roadway,

	 Vehicle	lane	miles	of	travel,

	 Historic	funding	levels,	and

	 State’s	share	of	receipts	in	the	Highway	
Trust	Fund.

The	authorized	amounts	distributed	to	WSDOT	
represent	lines	of	credit	that	the	Department	
can	draw	upon	as	federally	assisted	projects	are	
advanced.		Under	the	federal-aid	program,	the	federal	
government	reimburses	WSDOT	for	costs	actually	
incurred	on	projects	based	on	a	federally	established	
pro rata	for	determining	the	federal	and	state	share	
of	formula	funds.		For	example,	the	federal	share	is	
90.66 percent and the state share is 9.34 percent for 
Interstate	Maintenance	formula	funds.		Congress	
may also designate funds to specific projects in the 
Transportation	authorization	bill	or	in	the	annual	
USDOT	appropriation,	a	practice	referred	to	as	
earmarking.

Local Transportation Funding
Various	local	revenue	allocations	round	out	the	
remainder	of	the	state’s	transportation	funding.	
Local	funds	are	reimbursements	for	work	done	on	
the	state	highway	system	from	sources	other	then	the	
Motor	Vehicle	Fund,	the	Transportation	Fund,	or	the	
Federal	Trust	Fund.		Examples	of	sources	for	these	
funds	are	local	agencies	such	as	cities	or	counties	or	
funds	received	directly	from	a	developer.		Federal	
funds	that	come	to	WSDOT	through	local	agencies	
or	through	federal	agencies	other	than	FHWA	are	
also	categorized	as	local	funds.

Transportation Accounts
Revenues	from	state,	federal,	and	local	sources	are	
deposited	into	State	accounts	from	which		
distributions	are	made	across	a	broad	range	of		
transportation	purposes.		With	the	exception	of	a	few	
non-appropriated	accounts,	revenue	cannot	be	spent	
unless	it	has	been	appropriated	by	the	Legislature.	
Appropriations	must	specify	the	account	from	which	
revenue	will	be	provided	for	a	certain	purpose.		Three	
basic	Transportation	Accounts	(funds)	are	used	to	
manage	appropriations	for	the	State’s	transportation	
programs:

	 Motor Vehicle Fund: The 18th Amendment 
to	the	State	Constitution	restricts	the	accounts	
	comprising	this	fund	to	use	on	highway	and	
	ferries	programs	and	related	activities	only.	
Neither	transit,	nor	rail,	nor	air	transportation	
may	be	funded	using	Motor	Vehicle	Fund	dollars.

	 Multi-modal Transportation Fund:	Accounts	
in	this	fund	can	be	used	for	any	and	all		
transportation	modes,	technologies,	and	related	
programs	(including	public	transit).

	 Transportation Bond Fund:	This	fund	contains	
accounts	that	serve	as	repositories	for	Motor	
Vehicle	Fund	revenues	that	are	used	for	debt	
	service	on	highway	and	ferries	bonds.

Budgets
The	Transportation	Budget	is	one	of	three	primary	
components	of	the	overall	Washington	State	Budget	
passed by the Legislature.  Approximately 80 percent 
of	the	Transportation	Budget	is	appropriated	to	the	
Department	of	Transportation;	the	remainder	is	
distributed	among	the	Washington	State	Patrol,	the	
Department	of	Licensing,	grant	programs,	and	other	
transportation	agencies.

WSDOT	funding	is	appropriated	at	the	program	or	
modal	level.		The	Department	may	further	allocate	
funds	to	each	of	its	regions	(including	the	Urban	
Corridors Office) in accordance with the Capital 
Improvement	and	Preservation	Program	approved	
by	the	Commission	and	funded	by	the	Legislature.		
A	new	feature	of	the	2003	Transportation	Funding	
Package	is	the	so-called	“Nickel	Projects,”	which	are	
financed with revenues from the additional State gas 
tax	and	other	user	fees	enacted	by	the	Legislature	
in	2003.		These	projects	are	directly	funded	and	
managed	on	a	line-item	basis	rather	than	collectively,	
as	are	projects	funded	using	pre-existing	revenues.

Project and Program Building
WSDOT	program	building	is	an	integral	part	of	
biennial	budget	development	for	the	WSTC	and	the	
Legislature,	and	a	nearly	continuous	process.		This	
process	is	overseen	by	WSDOT’s	Strategic	Planning	
and Programming Office, supported by a number 
of	other	organizations	within	the	WSDOT	planning	
and	programming	community,	including	the	various	
regional and program offices for each of the modes. 
The offices of the Pavement and Soils Engineer, the 
Equipment	and	Facilities	Administrator,	the	State	
Traffic Engineer, and the Washington State Patrol’s 
Weigh	Master	provide	key	support.
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Long-term	transportation	system	needs	and	solutions	
are identified, prioritized, and programmed within 
the financial constraints of forecasted revenues 
over the specified planning period by means of the 
assorted	planning	efforts	referenced	above.		At	the	
end	of	this	process,	a	balanced	list	of	new	and	carry-
forward projects is defined and aligned within the 
Department’s	programs	and	proposed	budget	to	
address	the	highest	priority	needs	across	all	modes.

Organizational Structure 
and Responsibilities
Within	the	Department’s	program	management	
structure,	the	Strategic	Planning	and	Programming	
Office is responsible for statewide capital program 
development.		Their	activities	primarily	focus	on	the	
Highway	Construction	Program	(WSF	manages	their	
own	capital	programming	efforts).		Program		
building	efforts	are	supported	by	the	various	planning,	
technical, and financial organizations within the 
Department.

The	Department’s	Executive	Management	provides	
guidance	on	policy	issues,	project	prioritization,	and	
funding	allocations.		The	WSTC	in	turn,	sets	global	
policy	for	WSDOT,	determines	program	funding	
levels,	and	approves	the	overall	program	of	projects	
(the	CIPP)	that	is	submitted	to	the	Legislature	for	
consideration	in	developing	the	Transportation	
Budget.		PC&R	coordinates	management	and	
	performance	measurement	activities	once	the	
budget	has	been	passed.

Identifying Needs and 
Prioritizing Solutions
Washington	State’s	Priority	Programming	Law	
(RCW	47.05)	requires	a	rational	selection	of	projects	
and	services	according	to	factual	need.		It	also	makes	
the evaluation of life cycle costs and benefits an 
integral	part	of	programming	to	ensure	that	program	
objectives	are	maximized	within	available	revenue.

Needs,	goals,	and	objectives	are	laid	out	in	the	
WTP.		Since	funding	is	not	available	to	meet	all	of	
the identified needs, priorities must be set.  Priorities 
are	typically	focused	on	preserving	existing	assets	
by first funding maintenance, operations, and 

	preservation	programs.		Tradeoff	decisions	must	be	
made	to	distribute	any	remaining	funding	among	
capital	improvement	areas.

Each	category	of	work	within	a	particular	capital	
program	has	a	particular	set	of	needs	that	are		
ascertained by comparing a specific action strategy in 
the	WTP	to	the	conditions	and	capabilities	of	existing	
facilities.		Projects	developed	with	preliminary	
estimates of cost that will address the identified needs. 
The	projects	for	each	category	of	a	program	are	then	
prioritized (selected) based on the potential benefits 
returned	to	the	transportation	user.

The	prioritization	process	includes	a	provision	to	
align	priorities	to	minimize	implementation	costs	and	
construction	impacts.		For	example,	if	a	set	of	projects	
to	solve	a	list	of	needs	for	a	given	facility	or	route	
section would have prioritized within a 6-year time 
frame,	then	the	priorities	may	be	adjusted	to	combine	
the	work	into	a	single	contract.

Each	of	the	modes	employs	its	own	set	of	tools	and	
processes to evaluate existing conditions, deficiencies, 
and	needs.		These	tools	include	methodologies	for	
ranking and compiling needs and deficiencies into 
prioritized	project	lists.

Highways
The	Highways	Program	uses	the	Priority	Array	
Tracking	System	(PATS)3	to	monitor	prioritized	
highway deficiencies and solutions against each 
Highway	System	Plan	(HSP)	action	strategy	in	
each	region	for	over	30	roadway	infrastructure	
elements.  PATS has the ability to match deficiencies 
with	programmed	projects	in	the	Capital	Project	
Management	System	(CPMS)	and	is	used	as	part	
of	the	program	building	process.		The	regions	are	
required to program a project or provide a justification 
for not programming a project for each need identified 
in	PATS.		Prioritization	data	is	fed	to	the	system	by	
various	asset	management	subsystems	that	are	tailored	
for	each	of	the	30+	roadway	elements,	such	as	the	
Washington	State	Pavement	Management	System	and	
bridge	condition	surveys.

3Appendix	A	contains	a	discussion	and	description	of	the	information	systems	
used	to	plan,	monitor,	control,	and	report	on	WSDOT	project	and	program	
delivery,	including	PATS.
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Washington State Ferries
WSF’s	investment	process	consists	of	seven	steps	
depicted	in	Figure	5.		The	process	starts	with	
collecting	information	about	investment	needs.	
The	primary	sources	are	WSF’s	Life	Cycle	Cost	
Model	(LCCM),	the	Ferry	System	Plan	(FSP),	and	
the	Problem-Opportunity	Statement	process.		WSF	
compiles	and	analyzes	this	information	to	produce	
a	study	of	capital	investment	needs.		Solutions	to	
these	needs	are	developed,	analyzed,	and	compared.	
Preferred	solutions	become	proposed	projects.		These	
projects	are	grouped	into	the	policy	areas	established	
by	the	Legislature,	the	Governor,	the	Transportation	
Commission,	and	regulatory	agencies.		Based	on	the	
financial plan, WSF’s Capital Committee 	
recommends	projects	that	should	be	funded	to	
WSF’s Chief Executive Officer, the Transportation 
Commission,	the	Governor,	and	the	Legislature.	
WSF	delivers	the	approved	program	and	measures	
its	performance.		Successful	execution	of	the	capital	
program	ensures	that	WSF’s	terminals	and	vessels	
will	provide	reliable	and	responsible	service	to	Ferry	
System	riders.

Facilities
WSDOT’s Facilities Program uses the deficiencies 
and	capital	renovation	and	replacement	project	needs	
identified its 10-year plan as the basis for developing 
project	lists.		Estimates	are	developed	for	potential	

solutions and then benefit-cost and other economic 
analyses	are	undertaken	in	conjunction	with	lease	
versus	own,	consolidation,	and	partnering		
considerations	to	prioritize	solutions	and	formulate	
the	capital	projects	that	comprise	their	CIPP.

Rail
The	Rail	program	uses	three	methods	to	identify	
capital needs and develop projects to fill them:

	 For	the	Rail	Passenger	Program’s	capacity	and	
speed	improvements,	a	systematic	approach,	
using	simulation	software	and	real-world		
expertise,	has	been	used	to	develop	a	20-year	plan	
which identifies the major improvements required 
to	meet	various	Amtrak	Cascades	service	levels.

	 For	the	Rail	Passenger	Program’s	safety		
improvements,	projects	are	developed	as		
federal	funds	become	available	through	the	
TEA21 Section 1103(c) grant process.  Each 
project	is	developed	after	review	by	the	Federal	
Railroad	Administration	(FRA),	Federal	Highway	
Administration	(FHWA),	and	Washington	Utilities	
and	Transportation	Commission,	and	in	partner-
ship with local officials and railroad engineers’ 
accounts	of	near	incidents.

Figure 5. Washington State Ferries’ 7-Step Investment Process
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	 The	Freight	Rail	Program	deals	primarily	with	
small	private	railroads,	ports,	cities,	counties,	
and	economic	development	agencies.		Each	year,	
the	program	makes	a	call	for	projects,	which	are	
scored on their respective economic benefits to 
the	State	and	their	potential	avoided	road	damage.	
Projects	are	then	weighed	against	the	available	
appropriation	and	selected.

Aviation and Public Transportation 
Programs
Aviation	and	Public	Transportation	program	require-
ments are either defined by other agencies, or are 
not	part	of	the	Transportation	Account	process.		For	
example,	the	state	Aviation	Division	derives	its	
requirements	from	the	Federal	Aviation	Agency	
(FAA)	and	reports	to	the	FAA	on	these	requirements.		
Both	Aviation	and	Public	Transportation	projects	
participate	in	transportation	partnerships	that	do	not	
flow through the state transportation programming 
process.

Programming and Budget 
Development
Prior	to	the	beginning	of	the	legislative	session,	
the Strategic Planning and Programming Office 
(SP&P)	submits	a	draft	CIPP	to	the	Washington	
State	Transportation	Commission	for	review.		Upon	
Commission	approval,	the	CIPP	is	transmitted	to	
the	Legislature	for	consideration	in	preparing	and	
enacting	the	Transportation	Budget.

Development	of	the	draft	CIPP	begins	with	SP&P	
establishes	estimates	of	the	funding	allocation	targets	
for	each	program,	sub-program,	and	category.		Next,	
ongoing	projects	that	will	continue	or	“carry-forward”	
from	the	current	biennium	are	included	with	the	
remainder	of	the	allocations	available	for	new	work	
in	the	biennium.		Building	on	this	foundation,	new	
projects	are	added	based	on	Department	policy,	
Washington	State	Transportation	Commission	
direction,	and	the	prioritized	project	lists.		Project	
data	is	input	into	the	Capital	Program	Management	
System	(CPMS)	and	balanced	to	the	target		
allocations	for	both	dollars	and	workforce	within	
each	program	for	current	and	future	biennia.		CPMS	
is	the	Department’s	master	scheduling	and	program	
management	database.		More	information	on	the	
system can be found in Section 6.  System plan 
deficiencies must also be entered in CPMS.

Prioritized	projects	are	selected	for	each	of	the		
State-owned	modes.		The	CIPP	is	balanced	to	create	
10-year plans that are based on anticipated and 
projected	revenues	by	fund	source	(as	derived	by	the	
Budget Services Office).

The	CIPP	document	also:

	 Recommends	investment	levels	by	program	
and	sub-program,

	 Provides	information	about	any	revenue	
	shortfalls	that	exist,	and

	 Recommends	how	to	allocate	existing	and	
	proposed	revenues	among	the	programs.

Fund Source Balancing
The identification and selection of fund sources to 
finance projects is an activity that is undertaken in 
parallel	with	the	balancing	of	target	allocations.	
Project	and	program	funding	can	be	drawn	from	a	
number	of	combinations	of	available	state,	federal,	
and local sources.  Determining the most efficient mix 
of	funds	for	a	project	or	program	is	essential	in	order	
to	gain	the	greatest	return	on	the	State’s	transportation	
investments.		Funding	sources	often	have	attached	
to them specific requirements regarding how, when, 
and	where	they	will	be	spent.		Thus,	it	is	important	
to	thoroughly	understand	the	statutory	obligations	
associated	with	such	monies.		Program	Managers	
enter	funding	information	into	CPMS.

Project Scoping
A	Project	Summary	must	be	developed	for	each	
proposed project.  The project summary identifies 
the	need	that	has	generated	the	project	and	the	
	recommended	solution	that	will	solve	that	need.	
Project	Summaries	document	the	project	content	
and	design	decisions	that	were	made	in	preparing	
project	scopes.		The	environmental	section	of	the	
Project	Summary	establishes	the	initial	environmental	
classification and documentation required for the 
project.		The	Project	Summary	must	be	approved	by	
the	SP&P	prior	to	beginning	work	on	a	project	and	
is	linked	to	CPMS.
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Washington State Transportation 
Commission Action
As	part	of	their	review	process,	the	Washington	State	
Transportation	Commission	conducts	work	sessions	
with	program	managers	to	develop	an	understanding	
of	what	is	included	in	each.		The	Commission	also	
holds	public	hearings	to	gather	additional	input	on	
the	proposed	budgets.		The	Commission	considers	the	
array of information, and then makes a final decision 
on	what	to	include	in	the	Department’s	budget	
proposal.		The	proposed	budget	is	then	sent	to	the	
Office of Financial Management for their review and 
action	in	advance	of	the	legislative	session.

Legislative Process
Once	in	session,	the	House	Transportation	and	Senate	
Highways	and	Transportation	Committees	take	up	the	
proposed	budget	separately,	holding	public	hearings	
and reviewing financial forecasts to confirm that 	
sufficient revenue will be available to cover the 
budget	proposal.		Either	committee	has	the	authority	
to	revise	the	amount	of	funds	requested	by	the	
Commission	for	any	of	the	programs;	in	addition,	
they	will	publish	project	lists	that	may	include	
additional	projects	or	exclude	projects.	Ultimately,	
one	or	both	of	the	committees	will	send	a	proposed	
budget bill to the floor for their respective chamber’s 
review	and	approval.		A	budget	passed	by	either	
chamber	requires	approval	of	the	other.		Normally,	a	
conference	committee	will	recommend	reconciliation	
of	differences	and	submit	a	conference	bill	to	be	voted	
on.		After	the	House	and	the	Senate	have	approved	
a final budget, it is sent to the Governor for review.  
The	Governor	can	either	sign	it	as	is,	veto	certain	line	
items,	or	veto	the	entire	bill,	sending	it	back	to	the	
Legislature	for	further	action.

Program Implementation
Upon final passage of the Transportation Budget, 
final allocations for Nickel projects, as well as each 
program	and	sub-program	are	established	for	the	
biennium.		SP&P	works	with	the	Budget	Services	
Office to distribute and communicate the legislative 
authorizations	and	allocations	to	the	regions	and	
modes in order that they may make final adjustments 
to	the	CIPP	data.

Once the project data has been corrected and verified, 
the final list of approved projects for the biennium 
is	published	after	quarter	one	of	the	new	biennium.	
PC&R	uses	this	list	to	establish	a	baseline	for	
schedules	and	costs.		PC&R	then	uses	the	baseline	to	
monitor	and	measure	project	and	program	delivery.	
The	quarter	one	update	is	sent	to	the	Washington	
State	Transportation	Commission	for	review	and	
final approval.  Approved capital projects are loaded 
into	Legislature’s	computer	tracking	system,	the	
Transportation	Executive	Information	System	
(TEIS),	which	allow	the	Legislature	to	monitor	
and	track	activities	that	receive	funds	from	the	
Transportation	Budget.
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WSDOT Project Delivery

biennium.		PC&R,	in	cooperation	with	the	WSDOT	
Systems Analysis and Program Development Office, 
will	produce	a	project	reconciliation	list	comparing	
the final legislative project list with the quarter one 
list.		This	quarter	one	version	of	the	CIPP	(formerly	
called	the	Operating	Book)	describes	most	accurately	
what	the	Department	will	accomplish	in	the	biennium	
and	establishes	a	baseline	to	use	for	measuring	
program	delivery.		The	process	that	WSDOT	Systems	
Analysis and Program Development Office undertakes 
to	the	quarter	one	update	completes	the	development	
of	the	highway	construction	program.

The Role of Headquarters in 
Project Delivery
1. Working with the Legislature to coordinate 

planning	and	development	of	overall	programs	
and	projects;

2.	 Developing	policy	and	standards	to	guide	
	development	of	projects;

3.	 Providing	specialized	technical	expertise	
across	the	range	of	engineering,	environmental,	
and	legal	disciplines	required	for	design	and	
construction	of	complex	transportation	facilities	
and	services;	and,

4.	 Overseeing	and	controlling	established	programs	
and	budgets.

While	Headquarters	is	responsible	for	these	
overarching	functions,	the	regions	and	modes	
generally	execute	WSDOT	projects	through	their	
design	and	construction	activities.

Two	separate	entities	at	WSDOT	Headquarters	are	
responsible for the first and fourth functions—that is, 
working with the Legislature to first plan and develop 
the	WSDOT	program	or	portfolio	of	projects,	and	
then	to	control	that	program	once	it	has	been	set	into	
place	as	a	biennial	budget.

SP&P,	which	reports	through	the	Secretary’s	Chief	
of Staff, is responsible for the first function, while 
PC&R,	which	reports	through	the	Assistant	Secretary	

In	order	to	understand	how	WSDOT	monitors,	
controls,	and	reports	project	and	program		
performance,	it	is	helpful	to	understand	the	overall	
context	in	which	projects	are	developed	and	delivered.	
Overviewed	in	this	section	are	the	following	aspects	
of	project	delivery:

	 Roles	and	responsibilities	among	WSDOT	units;

	 Major	milestones	in	the	project	delivery	cycle;	and

	 The	subset	of	milestones	against	which	the	
Department	tracks,	monitors,	and	reports	
	performance.

Responsibility for Project 
Delivery at WSDOT
Prior	to	the	beginning	of	the	legislative	budget	
session,	SP&P	leads	the	development	of	the	highway	
construction	section	of	the	Capital	Improvement	
and	Preservation	Program	(CIPP).		As	managers	of	
the	ongoing	construction	program,	PC&R	provides	
coordination	and	support	to	the	WSDOT	Systems	
Analysis and Program Development Office in the 
program	building	process.		PC&R	provides	input	
on	project	schedule	expenditure	data	for	work	in	
progress.		It	also	participates	in	the	program		
development	process	to	gain	insight	and		
understanding	into	programming	objectives	and	
decision	making	that	lead	to	the	new	CIPP.	PC&R	
positions	itself	to	better	manage	the	program	by	
understanding	how	the	program	was	built	and	to	
provide	analysis	and	input	into	the	new	program	to	
help	ensure	its	deliverability.

After	the	Legislature	has	completed	its	work	and	
appropriated	transportation	funding,	PC&R	produces	
a	CPMS-compatible	version	of	the	CIPP	that		
represents	the	project	list	approved	by	the	Legislature.		
PC&R	uses	this	version	to	make	program	
management	decisions	from	the	time	of	its	approval	
through the first quarter of the new biennium.

At	the	end	of	quarter	one,	PC&R	will	work	with	the	
regions	to	compile	a	revised	program	list	that	takes	
into consideration final accounting for the prior 
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for	Engineering	and	Regional	Operations,	is		
responsible	for	the	second.		While	SP&P	is		
responsible	for	building	and	planning	the	WSDOT	
program	for	the	next	biennium,	PC&R	is	responsible	
for	management	and	control	of	the	current	biennium.	
Following	are	functions	carried	out	by	the	SP&P	and	
PC&R,	respectively.

Strategic Planning and Programming
	 Focus	on	building	and	managing	program	for	

future	biennia,

	 Establish	program	and	subprogram	funding	
	levels,

	 Target	region	and	modal	funding	levels	for	
	subcategory	improvements	and	types,

	 Establish	priorities	by	providing	ranked	
 deficiency lists,

	 Issue	programming	instructions	to	regions	
and	modes,

 Assemble and balance final program by fund 
type	and	subcategory,

 Verify program accuracy and confirm priority 
order,	and

	 Provide	Transportation	Commission	and	
Legislature	with	options	and	alternatives	for	
	funding	choices	and	levels.

Project Control & Reporting
	 Focus	on	monitoring,	controlling,	and	reporting	

on	current	biennium’s	programs	and	projects	to	
ensure	program	and	project	delivery;

	 Establish,	manage,	and	execute	procedures	for	
authorization	of	work	order	expenditures	and	
	federal	aid	project	authorization;

	 Coordinate	and	participate	in	quarterly	meetings	
by	the	Executive	Review	Board	to	the	regions	
and	modes	to	review	project	and	program	per-
formance	and	provide	early	senior	management	
direction	to	address	problems	as	they	develop;

	 Generate	reports	to	analyze	the	delivery	of	the	
programs	and	projects;

	 Establish	and	manage	project	control	procedures,	
including	the	change	management	process,	and	
the	establishment	of	approval	levels	for	project	
changes;

	 Compile	and	report	on	project	and	program	
	delivery	performance	for	all	modes	and	regions	to	
the	Legislature	and	to	other	external	stakeholders	
on	a	quarterly	cycle	through	the	Gray Notebook	
(“Beige	Pages”	and	“White	Pages”),	Summary of 
Adjustments to Project Delivery,	Project Status 
Report	(“Gantt	Charts”),	and	web-based		
information	through	the	QPRs	and	the	project	
web	pages;

	 Prepare	information	for	senior	management	and	
the	Transportation	Commission	relating	to	project	
changes	that	require	Legislative	approval;	and

	 Document	WSDOT	project	control	and	reporting	
policies	and	procedures.

The Role of the Regions and 
the Modes in Project Delivery
While	WSDOT	Headquarters	takes	the	lead	in	
formulating	the	program	and	in	setting	the	param-
eters	within	which	projects	take	place,	projects	are	
designed	and	built	within	the	regions	and	among	the	
modes.		For	this	reason,	it	is	helpful	to	understand	the	
basic	organizational	structure	of	project	delivery	at	
regional	and	modal	levels.

Role of the Project Engineer
Project	Engineers	serve	as	the	basic	point	of		
responsibility	for	project	management	at	WSDOT.	
Typically,	each	project	is	assigned	to	a	project	
engineer,	who	leads	the	project	team,	which	may	
comprise	of	WSDOT	staff	or	consultants.		Depending	
on	the	type	of	project,	just	a	few	disciplines	(such	
as	design,	right	of	way,	and	construction)	may	be	
involved.		On	others,	specialties	such	as		
geotechnical	and	bridge	design	may	be	required.			
On	the	very	largest	projects,	such	as	projects	within	
urban	corridors,	project	engineers	may	report	to	
Engineering	Managers,	Chief	Engineers,	and/or	
Project	Directors.		The	WSDOT	management	teams	
may	also	be	integrated	with	consultant	staff.

The	Project	Engineer	is	generally	responsible	for	
development	of	the	project	management	plan,	the	
guiding	document	that	sets	forth	the	project	scope,	
schedule,	cost,	and	resource	needs.		WSDOT	has	
a	process	called	“Managing	Project	Delivery”	
that	includes	all	the	elements	of	a	typical	project	
management	plan.		Project	management	plans	also	
often	include	communications	and	risk	management	
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plans.		The	project	management	plan	is	usually	
developed	as	part	of	an	initial	chartering	session	
led	by	the	project	engineer.

It	is	the	Project	Engineer’s	responsibility	to	ensure	
that	the	project	management	plan	includes	all	the	
work	required,	and	may	assign	work	breakdown	
structure	elements	to	functional	staff	within	WSDOT	
or	to	consultants,	depending	on	resource	availability.	
The	Project	Engineer	coordinates	work	performance	
throughout	the	project	life	cycle,	monitors	project	
performance,	and	takes	corrective	action	where	
necessary	to	adhere	to	the	scope,	schedule,	and	budget	
and	reports	the	status	of	the	project	to	management	
and	provides	project	information	for	departmental	
reports.		In	addition,	the	Project	Engineer	is	the	chief	
point	of	contact	and	spokesperson	for	the	project,	both	
within	the	Department	and	to	external	stakeholders.

Project	Engineers	generally	report	on	the	project	
or	projects	for	which	they	are	responsible	at	the	
Quarterly	Review	Meetings.		The	Project	Engineer	
serves	as	the	single	point	of	contact	on	matters	
involving	overall	project	scope,	cost,	or	schedule.	
He	or	she	is	responsible	for	controlling	change	to	the	
project	scope,	budget,	or	schedule	and	for		
initiating	approval	for	change	from	the	original	plan.	
The	accountability	expected	from	Project	Engineers	
at WSDOT is reflected in the fact that their names and 
contact	information	are	listed	on	each	WSDOT	online	
project	page,	which	is	available	to	the	public.

Project	Engineers	generally	report	to	each	region	or	
mode’s	Project	Development	Engineer	(or		
equivalent),	who	in	turn	generally	reports	to	a	
modal	or	regional	administrator.		In	the	Rail	Mode,	
the	Project	Engineer	and	the	Regional	Program	
Development	Engineer	is	the	same	person,	the	Rail	
Projects	Engineer.

Role of the Regional Project 
Development Engineer
As	noted,	WSDOT	Project	Engineers	generally	report	
to	the	region	or	mode’s	Project	Development	Engineer	
(or	equivalent),	who	is	responsible	for	delivering	the	
portfolio	of	design	projects	within	the	region	or	mode.	
His	or	her	duties	focus	on	promoting	the	professional	
development	of	Project	Engineers,	including	training,	
and	establishing	project	management	processes	
and	procedures.		In	addition,	Project	Development	
Engineers	work	with	project	engineers	to	identify	
issues	that	will	impact	project	scope,	schedule,	and	

budget	and	advise	them	in	applying	corrective	action	
to	minimize	or	mitigate	their	effects.

Role of Regional Project Directors
Due	to	their	complexity,	corridor	projects	are	likely	
to	have	more	complex	management	structures.	
Project	Engineers	may	report	to	a	Project	Director	
who	oversees	engineering,	environmental,	and	public	
relations	efforts	on	the	corridor,	to	make	sure	these	
high	visibility	projects	meet	public	expectations	for	
on-time,	on-budget	delivery	of	design	projects	within	
the	region	or	mode.

Role of the Regional Construction 
Engineer
Similar	to	the	Regional	Project	Development	
Engineer,	the	Construction	Engineer	is	a	direct	report	
to	the	Regional	Administrators.		This	position	is	
responsible	for	administering	the	region	highway	
construction	program.		These	activities	include	
assigning	project	engineers	with	appropriate	
supporting	personnel	while	providing	training	and	
guidance	to	the	project	engineers.		It	is	also	the		
responsibility	of	the	Regional	Construction	Engineer	
to ensure that sufficient personnel are provided on all 
projects	at	all	times	to	ensure	adequate	inspection,	
documentation,	and	quality	controls.

Role of the Regional Program Manager
While	each	region	or	mode	generally	has	a	Project	
Development	Engineer	or	the	functional	equivalent,	
each	also	has	a	Program	Manager.		Regional	and	
modal	Program	Managers	establish	regional	priorities	
and work to ensure the most efficient use of available 
funding	provided	to	the	program	or	mode	by	the	
Legislature.

Legislative	appropriations	are	at	the	program	level	
(except	for	Nickel	Projects),	with	additional		
restrictions	by	project	or	project	type.		At	the	region	
level,	this	activity	requires	Headquarters	coordination	
due	to	Headquarters	managed	programs	and	statewide	
priorities.		Line	item	programs	cannot	be	adjusted	at	
the	region	level.		Certain	programs	or	subcategories	
may	allow	for	allocation	of	funds	to	the	regions.	
However,	as	line	item	project	lists	increase,	there	are	
fewer	funds	available	for	“allocation.”		As	projects	
are	scheduled	for	design	and	construction,	program	
managers	in	the	regions/modes	and	at	Headquarters	
approve	funding,	monitor	progress,	and	report	results.	
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When	necessary,	program	managers	in	the	regions/
modes	adjust	the	construction	program	within	their	
region	or	mode	to	maintain	expenditures	within	
available	allocations.

Role of the Regional Administrator
The	Regional	or	Modal	Administrator	bears	the	
ultimate	responsibility	for	project	delivery	at	the	
regional	or	modal	level.		Regional	Administrators	
report	through	the	Assistant	Secretary	for	Engineering	
and	Regional	Operations.		The	Chief	Executive	
Officer of WSF reports directly to the Secretary of 
Transportation.		The	Director,	Public	Transportation	
and	Rail	Division	represents	the	Rail	mode	and	
answers	to	the	Chief	of	Staff.

Major Milestones in the  
Project Delivery Life Cycle
Although	WSDOT	is	responsible	for	delivering	
hundreds	of	projects	throughout	the	state	that	serve	
pedestrians,	cars,	buses,	trucks,	ferries,	trains,	and	
aircraft	(as	well	as	buildings	that	support	these		
transportation	modes),	the	major	milestones	in	project	
delivery	are	quite	similar.		Although	sequence	and	
duration	will	vary	depending	on	the	complexity	of	
the	project	(i.e.,	a	simple	paving	project	or	complex	
corridor	project),	all	projects	must	be	designed,	
environmental	permitting	is	almost	always	required,	
right	of	way	issues	must	generally	be	resolved,	
construction	bids	must	be	solicited,	and	the	facility	
must	be	built	and	ultimately	opened	to	service.

During	their	development	and	construction,	complex	
WSDOT	projects	may	be	organized	around	dozens	
of	milestones.		Historically,	the	most	reported	and	
familiar	milestone	has	been	the	project’s	advertising		
date since this date generally signifies the end of 
design	efforts	and	the	transition	to	the	project’s	
construction	phase.		But	this	is	only	one	of	several	
milestones	the	Department	uses	to	monitor	its	
performance in project delivery.  The 11 milestones 
listed	below	are	common	to	most	WSDOT	projects;	
they	provide	a	useful	overview	of	the	project	delivery	
process.

Milestone 1.  Project Definition 
Complete
Project definition entails determining the function, 
limits,	and	boundaries	of	the	project	at	hand,	
providing	enough	information	so	that	a	preliminary	
cost	estimate	can	be	established.

Milestone 2.  Begin Preconstruction 
Engineering
A	project	schedule	is	usually	broken	into	three	general	
phases,	the	preconstruction	phase,	the	right	of	way	
phase,	and	the	construction	phase.		Preconstruction	
involves	design,	and	environmental	activities.		
Beginning	the	preconstruction	engineering	marks	
the start of the project design and is usually the first 
activity	in	delivering	the	project.

Milestone 3.  Environmental 
Documentation Complete
Most	projects	involve	environmental	processes	
requiring	documentation	prior	to	advertisement.		
These	activities	occur	parallel	to	and	are	coordinated	
with	the	design	process.		This	milestone	is	a	good	
indicator	of	whether	decision	makers	from	other	
agencies	will	have	the	necessary	information	in	hand	
and	in	time	to	make	a	decision	on	permits	to	keep	the	
project	on	schedule.

Milestone 4.  Right of Way Certification
Often	WSDOT	projects	require	purchasing	right	of	
way.  The Right of Way Certification marks the point 
in	time	that	several	right	of	way	requirements	are	met	
and	the	process	is	complete	for	advertisement.

Milestone 5.  Advertisement (Ad Date)
This	is	the	date	that	WSDOT	schedules	to	publicly	
advertise a project for bids from pre-qualified 
contractors.		When	a	project	is	advertised,	it	has	a	
completed set of plans, specifications, along with 
an	estimate	prepared	by	the	Department	of	what	
the	work	should	cost.		At	this	point,	the	Department	
will	have	obtained	all	necessary	permits,	right	of	
way,	and	funding.		During	the	advertisement	period,	
prospective	contractors	review	the	bidding	documents	
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very	closely	in	order	to	prepare	their	bid.		This	intense	
scrutiny	may	identify	errors,	omissions,	or		
ambiguities in the plan and specifications.  When 
these	occur,	the	Department	will	issue	an	addendum	
to the plans and specifications to make corrections or 	
clarifications so that they will be included in the 
competitive	bidding	process.

Milestone 6.  Bid Opening
This	is	the	date	when	the	competitive	bids	for	a	
project	are	received	and	publicly	read.		Typically	
advertisement periods range from 6 to 8 weeks, 
depending	on	the	size	and	complexity	of	the	project.	
If	addenda	are	necessary	for	the	contract	late	in	the	
advertisement	phase,	the	bid	opening	may	be	delayed	
in	order	to	give	potential	bidders	adequate	time	to	
incorporate	the	changes	into	their	bid.

Milestone 7.  Award
This	is	the	date	when	the	contract	is	awarded	to	
the	lowest	responsible	bidder.		The	Department	
typically	can	award	the	contract	within	a	week	of	
the	bid	opening,	but	has	up	to	45	days	for	review	
before	awarding	the	contract.		Once	the	contract	is	
awarded,	the	contractor	has	an	additional	20	days	to	
obtain	the	insurance	policies,	bonds,	and	return	the	
signed	contract.

Milestone 8.  Execution
This	is	the	date	when	the	Department	signs	the	actual	
contract	with	the	contractor.		This	typically	occurs	
within 21 days following contract award.

Milestone 9.  Construction Start
This	is	the	date	when	work	actually	starts	on	building	
the	project	and	activity	might	be	seen	on	the	site.	
Each contract specifies the number of working days 
the	contractor	has	to	complete	the	work.		The	working	
day	clock	starts	on	the	tenth	calendar	day	after	
execution	by	the	Department.		Work	beginning	on	the	
site	will	depend	on	the	weather	and	the	nature	of	the	
work	that	needs	to	be	performed.

Milestone 10.  Operationally Complete
This	is	the	date	when	the	intended	end	user	(the	public	
in	the	case	of	facilities	such	as	highway	and	ferry	
terminals,	WSDOT	employees	in	the	case	of	facilities)	
has	free	and	unobstructed	use	of	the	facility.		In	some	
cases,	the	facility	will	be	open,	but	minor	work	items	
may	remain	to	be	completed.

Milestone 11.  Final Contract 
Completion
This is the date when the contract is finalized.  All 
contractual	work	will	have	been	completed	and	all	
payments	to	contractors	will	have	been	completed.

Although	WSDOT	may	track	dozens	of	milestones	
for	internal	project	management	purposes,	a	subset	
of	these	milestones	is	tracked	and	managed	against.		
That	is,	a	subset	of	these	milestones	forms	the	
structure	of	WSDOT’s	external	reporting.

Milestones Tracked for WSDOT 
Control and Reporting Purposes
WSDOT	is	committed	to	meeting	all	milestones	as	
a	matter	of	good	management	and	routinely	reports	
the	number	of	planned	advertisement	dates	versus	the	
number	of	projects	actually	advertised.		However,	a	
missed	preconstruction	milestone	such	as	the		
advertisement	date	may	not	impact	the	actual	start	of	
construction work in the field or the open to traffic 
date.		Often	the	advertisement	is	scheduled	around	
available	work	force	and	periods	of	favorable	bids	
that	can	occur	virtually	any	time	during	the	year.

Whereas	the	construction	start	is	usually	scheduled	
during	a	construction	season	around	favorable	
weather	and	environmental	conditions,	usually	spring	
through	fall.		As	a	result,	some	projects	are	scheduled	
for	advertisement	in	late	fall	and	during	the	winter	
with	construction	work	planned	to	start	in	late	spring	
or	summer.		For	these	projects,	if	the	advertisement	
date	were	delayed,	actual	construction	start	and	open	
to traffic milestones may not be impacted.



26 Project Control and Reporting Manual M 3026.00 
 January 2006

Section 3

When	evaluating	delivery	of	the	program,	it	is	
important	to	note	that	in	some	instances	the	planned	
advertisement	date	may	be	missed,	but	subsequent	
milestones	may	remain	unchanged	or	time	may	be	
recovered	such	that	the	project	completion	remains	on	
schedule,	and	WSDOT	project	delivery	commitment	
is	maintained.		When	reporting	projects	that	slip	
past	the	planned	advertisement	date,	WSDOT	will	
also	indicate	if	the	project	has	slipped	a	subsequent	
milestone,	such	as	the	planned	construction	season	
or	open-to-use	milestone.

Although	project	schedules	may	change	through	the	
biennium,	WSDOT	uses	the	originally	programmed	
milestones	as	the	baseline	for	subsequent	project	
tracking	and	reporting.		The	following	are	the	
milestones	against	which	WSDOT	tracks	and	reports	
on	every	Nickel	project	on	a	quarterly	basis:

1. Project Definition Complete
2.	 Begin	Preconstruction	Engineering
3.	 Environmental	(Prior	to	Ad)
4. Right of Way Certification
5.	 Advertisement	Date
6. Operationally Complete

(See Appendix D for milestone definitions)
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up	so	that	they	can	be	managed	at	program	and	
subprogram	levels.		This	is	important	because	it	
allows	WSDOT	to	not	only	oversee	project-level	
changes,	but	their	individual	and	cumulative	impacts	
at	the	program	level.

While	the	work	order	authorization	makes	it	possible	
administratively	for	expenditures	to	be	charged	
against	a	given	fund	source,	it	does	not	constitute	
approval	of	any	proposed	change	to	project	scope,	
schedule,	or	budget.		The	second	tool,	the	Project	
Control	Form	process,	must	be	used	in	order	to	gain	
approval	for	proposed	project	changes,	including	
modifications in work order authorization.  While 
the	thresholds	requiring	a	Project	Control	Form	vary	
according to project type (i.e., significant changes to 
Nickel	projects	require	Commission	or	Legislative	
approval),	the	Project	Control	Form	constitutes	
WSDOT’s	sole	change	approval	mechanism.

Together,	Work	Order	Authorization	and	the	Project	
Control	Form	processes	give	WSDOT	the	ability	
to	set	the	initial	parameters	for	expenditures	and	
to	control	changes	at	the	project	level	once	those	
parameters	are	in	place.		This	allows	WSDOT	to	
manage	the	capital	program	at	both	the	program	
and	project	level.

Managing Funds
Managing Funds at the Program Level
Role of the Regional and Modal 
Program Manager
The	program	manager	for	the	region	or	other	mode	
monitors	funding	within	their	administrative	unit	to	
ensure	that	planned	expenditures	do	not	exceed	the	
allocation.		Using	a	computer	database,	costs	and	
expenditure	schedules	are	regularly	reviewed	and	
updated.  Cost trends within a program are identified 
and	strategies	developed	to	accommodate	the	changes.	
When	unexpected	needs	arise,	emergent	projects	are	
fitted into the overall financial plan.  Partnerships are 
developed	with	local	agencies	and	private	parties	to	
contribute	to	the	cost	of	improvements	to	the	state	
transportation	system.

Introduction
Once the final transportation budget has been 
passed by the Legislature, final allocations for each 
subprogram	within	the	capital	program	are	made	
and the final program of projects for the biennium 
is	established	in	the	CIPP.		(See	Section	2	for	more	
details	on	how	the	capital	program	is	developed.)	
WSDOT’s objective is then to deliver the final 
program	of	projects	within	the	established		
allocations.		This	requires	careful	funds	management	
and control of project changes.  Specific objectives 
include	the	following:

	 Providing	a	means	of	controlling	project	
	expenditures	so	that	they	stay	within	established	
scope,	schedule,	and	budgets;

	 Ensuring	that	all	charges	to	funds	are	authorized,	
accurate,	and	appropriate;

	 Optimizing	the	use	and	availability	of	federal	
funding	by	adhering	to	all	requirements	and	
	taking	full	advantage	of	all	federal	funding	
	opportunities;

 Being able to predict cash flow supply and 
demand	in	order	to	time	the	issuance	of	debt	
and	retain	high	bond	ratings,	which	reduces	
the	cost	of	capital;	and

 Maintaining sufficient cash reserves to cover 
emergency	needs.

To	accomplish	this,	WSDOT	uses	two	related	tools	
for	the	management	of	project	expenditures	and	the	
management of project changes.  The first is the Work 
Order	Authorization	process,	and	the	second	is	the	
Project	Change	Management	process,	each	of	which	
is	discussed	in	this	section.

The	Work	Order	Authorization	process	allows	
WSDOT to establish specific permission for a project 
to	incur	expenditures	by	funding	type,	amount,	
purpose,	phase,	and	timing.		This	is	accomplished	
through	Headquarters	approval	of	all	new	spending	
proposals.		It	provides	control	at	the	project	level,	
as	well	as	a	mechanism	for	rolling	expenditures	
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Role of the Headquarters Program 
Manager
Within	Headquarters,	the	program	manager	looks	at	
funding	on	a	statewide	basis	to	balance	the	planned	
expenditures	against	the	available	funds.		State	and	
federal	funds	have	a	limited	supply	and	need	to	be	
managed	closely.		

Funds	from	local	agencies	are	also	appropriated	in	the	
budget	or	approved	through	the	unanticipated	receipt	
process.		Unanticipated	receipts	are	processed	through	
the HQ Project Control & Reporting Office.

The	appropriation	levels	for	state	and	federal	funds,	
however,	cannot	be	adjusted	at	will.		Only	those	state	
funds	from	the	Legislature	are	available	to	spend.	
Federal	funds	come	from	FHWA	with	spending	
limitations.		Sometimes	federal	funds	are	raised	or	
lowered	by	FHWA,	apart	from	the	Legislature’s	
action,	and	revised	federal	appropriation	levels	are	
processed	through	OFM.		One	of	the	Headquarters	
program	manager’s	tasks	is	to	ensure	that	spending	
within	a	biennium	does	not	exceed	the	available	
expenditure	authority.

The	Highway	Construction	Program	is	separated	into	
the	Improvement	and	Preservation	programs,	each	
of	which	is	divided	into	subprograms.		Headquarters	
oversight looks first at the funds balances within 
each	subprogram	to	monitor	if	the	planned	expen-
ditures	match	the	available	funding.		The	amounts	
of	funding	come	from	the	legislatively	approved	
project	lists,	being	used	to	compute	regional	alloca-
tions	by	subprogram	and	fund	type.		The	subprogram	
balances	are	also	rolled	up	at	the	program	level	to	
check for the combined surpluses and deficits to avoid 
having	the	biennial	expenditures	exceed	the	available	
	expenditure	authority.

The	primary	controlling	mechanism	used	by	
Headquarters	is	the	work	order.		Funds	are	not	
to	be	spent	by	the	regions	until	authorized	by	
Headquarters.		This	process	allows	regulation	of	
the	rate	of	expenditures	within	a	biennium.

Headquarters	also	reviews	the	balance	of	planned	
expenditures	and	available	revenue	on	a	monthly	
basis.		This	indicates	where	spending	should	be	
accelerated	or	slowed	down.		Funding	balances	are	
summarized	at	the	subprogram	level	by	region,	at	the	
statewide	level	by	subprogram,	and	at	the	program	
level	for	the	Improvement	and	Preservation	programs.

Managing Funds at the Project Level
Projects	are	managed	to	deliver	them	on	time,	on	
budget,	and	within	the	appropriate	scope.		The	
program	manager	for	the	region	or	other	mode	is	
kept	updated	on	progress.		The	project	engineer	or	
project manager identifies and reports project changes 
to	the	program	manager	for	direction	on	how	to	
best	proceed.		When	project	changes	are	required,	
the	project	engineer	or	project	manager	prepares	
documentation	to	support	work	orders	for	approval.

Role of the Regional and Modal 
Program Managers
Cost,	schedule,	and	scope	of	each	project	is	monitored	
to	ensure	that	it	is	developed	within	the	legislative		
intent.		When	cost	thresholds	are	exceeded,	the	
program	manager	for	the	region	or	other	mode	
works	with	the	project	engineer	or	project	manager	
to	provide	information	to	report	and	process	the	cost	
change.		For	smaller	cost	changes,	a	recommen-
dation	is	prepared	for	approval	within	the	adminis-
trative	unit.		On	larger	cost	changes,	a	request	for	
approval	is	prepared	and	submitted	for	review	by	
upper	management	or	at	the	organization-wide	level.	
The	program	manager	coordinates	with	local,	state,	
and federal offices to obtain funding for individual 
projects.		Work	orders	are	prepared	for	initial	project	
authorizations,	cost	changes,	unprogrammed	projects,	
and	deleted	work.

Role of the Headquarters Program 
Manager
Headquarters	program	managers	routinely	look	at	
costs	on	a	project	level	each	time	a	new	work	order	
is	processed	for	approval.		Increases	or	decreases	
from	the	legislatively	approved	costs	are	approved	at	
different	levels	based	on	the	magnitude	of	the	change.	
Low-level	changes	are	within	the	regions’		
jurisdictions	and	require	no	Headquarters	approval.	
Beyond a fixed minimal level, the program manager 
must	review	and	approve	cost	changes.		At	the	next	
highest	level,	the	Assistant	Director	of	PC&R	reviews	
and	approves	changes.		Changes	beyond	that	level	
require	approval	by	the	Assistant	Secretary.		
Nickel-funded	projects	or	others	that	are	politically	
sensitive	are	submitted	to	either	the	Transportation	
Commission	or	the	Legislature	for	approval	
depending	on	the	magnitude	of	the	change.
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4Section 6 contains a discussion and description of the information systems 
used	to	plan,	monitor,	control	and	report	on	WSDOT	project	and	program	
delivery,	including	TRAINS	and	CPMS.

Project Funds Authorization
Work Order Authorization Process
Expenditures	can	begin	on	individual	projects	within	
the	highway	construction	program	once	project	
funds	are	authorized.		The	authorization	of	funding	is	
documented	through	the	Work	Order	Authorization	
(WOA)	process.		A	separate	work	order	is	required	for	
each	project	phase:	preconstruction	engineering	(PE),	
right	of	way	(RW),	and	construction	(CN).			
(Work	may	also	be	authorized	for	separate	stages	
within	a	phase.)

A	standard	WOA	form	is	used	to	submit	the	initial	
request for authorization, to make modifications, and 
to close the work order (Figure 6).  This form is an 
important	tool	for	managing	project	funds.		Special	
care	needs	to	be	taken	to	make	sure	the	form	is	
submitted	in	a	timely	manner,	is	completed	accurately,	
and	provides	clear	information.

Once	the	new	work	order	is	established	and	project	
funds	are	authorized,	work	begins	and	charges	
come	in	against	the	work	order.		As	expenditures	
are	incurred,	they	are	posted	in	the	Transportation	
Reporting	and	Accounting	Information	System	
(TRAINS4)	against	an	appropriation	code.		A	nightly	
process	translates	the	expenditures	by	appropriation	
code into expenditures by finance code in the Capital 
Program Management System (CPMS).  The finance 
code	is	used	in	CPMS	to	track	work	order		
expenditures	by	fund	source,	to	determine	remaining		
authorization,	to	establish	the	monthly	aging	plan	
for	the	remaining	authorization,	and	to	redistribute	
planned	expenditures	over	the	remaining	months	of	
the	project	during	the	monthly	aging	process.

Regions	track	project	expenditures,	adjust	monthly	
expenditure	plans,	and	submit	work	order		
modifications as necessary.  This monitoring of 
project	expenditures	is	very	important;	it	is	much	
like	balancing	a	checkbook.		By	law,	the	Department	
cannot	spend	more	than	its	biennial	appropriation	
for	each	program.		Headquarters	PC&R	continually	
monitors	and	summarizes	project	level	expenditures	
to	make	sure	expenditures	at	the	subprogram	level	
remain	balanced.

Approvals Required for Work 
Order Authorization
Highway Construction Program 
Approvals
Charted in Table 1 are the approval levels required 
for	work	order	authorization	within	the	highway	
construction	program.		Prior	to	arriving	at	the	
approval	levels	indicated	in	the	table,	a	sequence	of	
other,	lower	level	approvals	may	also	be	required,	
which	may	differ	by	mode	and	region.		Routing	for	
work	order	authorization	approvals	varies	according	
to	each	region	and	mode’s	organizational	structure.

The	WOA	process	allows	expenditures	for	PE,	RW	
acquisition,	and	CN	of	all	projects	within	the	CIPP.	
A	WOA	is	used	for:

	 Setting	up	initial	project	phase	funding.

	 Increasing	or	decreasing	project	phase	funding.

	 Setting	up	funding	for	payable	or	reimbursable	
agreements	on	project	phases.

	 Transferring	funds	within	a	work	order.

	 Correcting	inconsistencies	between	data	systems	
(e.g.,	synchronizing	work	order	setups).

	 Adding	funds	from	other	program	to	highway	
construction	projects	(e.g.,	adding	maintenance	
funds	from	Program	M).

	 Exchanging	funds	(e.g.,	a	project	receives	local	
or	developer	funds	after	the	phase	starts;	the	funds	
from	this	new	source	can	be	added	and	funds	
from	another	source	can	be	reduced	accordingly).

The	process	of	setting	up	a	work	order	involves	
several	computer	systems.		They	include:	the	
Capital	Program	Management	System	(CPMS),	the	
Transportation	Reporting	and	Accounting	Information	
System	(TRAINS),	and	the	Contract	Administration	
and	Payment	System	(CAPS).		TRAINS	is	the	core	
system	used	for	storing	and	managing	expenditures	
and	maintains	the	legal	record	of	work	order		
transactions.		CPMS	and	CAPS	are	also	used	to	
manage	and	track	work	order	data.		CAPS	data	is	
fed	to	TRAINS	for	payments	made	to	contractors.	
TRAINS	expenditure	data	is	sent	to	CPMS	every	
night.
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Figure 6. Work Order Authorization Form (page 1 of 2)







        
   

   

 
























  



 


  





     

  

    

 




 



 

 

 

 

  

 

 

 

 

 

 

 

 


























         

        

     

   


Transferring authorization from state force work to work done by others to set up agreement
Y8489 AB with Echelon Engineering Inc for UW Inspections of 8 state bridge.


Please set up the next available group for agreement Y8489 AB - Echelon Engineering Inc -
$37,404.

Transfer authorization from group cat 04 to group cat 02. Thanks.


Transfer.

Page 1 of 2Work Order Authorization

9/2/2004file://C:\Documents%20and%20Settings\PulseD\Local%20Settings\Temp\xml4A.xml
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Figure 6. Work Order Authorization Form (page 2 of 2)
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Table 1. Work Order Authorization Approval Levels

  Approval by Approval by 
Type of Work Order Headquarters Region

Initial Set-up 
	 State	funded	work	orders	(PE	only)	 	 	X3	
	 Federal	funded	work	orders	(PE2,	RW2	and	CN1)	 X1,2	 	
	 Early	RW	appraisals	($20,000	limit)	 		 X3	
	 RW	acquisition	(all	projects)	 X2	 		
	 Region	emergent	needs	projects	(PE	and	CN	only)	 	 X4	
	 All	other	CN	work	orders	 X1	 	

Increase 
	 State	funded	work	orders	(PE	only)	 		 X4	
	 Region	emergent	needs	projects	(PE	and	CN	only)	 	 X4	
	 All	other	PE2,	RW2	and	CN1	work	orders	 X1,2	 	

Fund transfer	(no	change	to	current	authorization	level)	
	 State	force	labor	(Group	Cat	04)	on	CN	work	orders	 X2	 		
	 All	other	transfers	 		 X5

Reduction 
	 PE,	RW,	and	CN	work	orders	 		 X

1The	Assistant	Director	of	Headquarters’	Project	Control	&	Reporting	must	authorize	these	expenditures	after	review	by	headquarters	program	
managers.
2The	HQ	Program	Manager	(or	designee)	must	authorize	these	expenditures.
3The	Regional	Administrator	(or	designee)	can	authorize	these	expenditures	provided	the	authorization	is	at	or	less	than	what	is	in	the	approved	
program	with	a	start	in	the	current	biennium,	the	Project	Summary	has	been	approved,	and	no	federal	dollars	are	involved.
4The	Regional	Administrator	(or	designee)	can	authorize	these	expenditures	provided	the	authorization	is	at	or	less	than	what	is	in	the	approved	
program	with	a	start	in	the	current	biennium	and	no	federal	funds	are	involved.
5The	Regional	Administrator	(or	designee)	can	authorize	these	expenditures	provided	no	federal	funds	are	involved,	no	transfer	between	fund	codes,	
and	no	transfer	between	projects,	and	no	new	fund	source	is	added.



Project Control and Reporting Manual M 3026.00 33 
January 2006

 Section �

Work	order	authorization	and	expenditures	are	
tracked	using	a	variety	of	reports,	both	printed	and	
online,	mainframe,	and	web-based.		Work	orders	
are	generally	reviewed	on	a	monthly	basis	by	work	
order	managers	but	may	be	tracked	more	frequently	
if	the	situation	warrants.		Reports	are	available	
from	TRAINS,	CPMS,	and	FIRS	to	use	for	tracking	
expenditures.		Most	data	can	also	be	downloaded	to	
a	personal	computer	for	use	in	producing	customized	
reports,	charts,	and	graphs.

Federal Aid Project Authorization 
Process
If	a	project	is	proposed	for	federal	funding,	a	Federal	
Aid	Project	Agreement	(FAPA)	is	required	in	addition	
to	a	WOA.		The	FAPA	documents	the	Federal	
Highway	Administration	(FHWA)	commitment	to	
participate	in	the	project	costs.		The	regions	provide	
the	information	for	submitting	the	agreement	and	
Headquarters prepares and submits the final form 
to	FHWA	for	approval.		Usually,	regions	submit	the	
WOA	for	funding	authorization	at	the	same	time	they	
submit	information	for	the	FAPA.		The	FAPA	must	be	
approved	before	work	starts	on	a	project	phase	that	
will	use	federal	funds.		The	one	exception	is	that	a	PE	
phase may be 100 percent state funded and underway 
before	the	FAPA	is	approved.		Upon	approval	of	the	
FAPA,	federal	funds	may	then	be	used	for	PE	phase	
expenditures	from	the	date	of	FAPA	approval	forward.

An	FAPA,	initiated	by	completing	FHWA	Form	
120, defines the scope and cost of a project that will 
utilize	federal	funding	(Figure	7).		When	approved	by	
FHWA,	the	form	documents	FHWA’s	commitment	to		
participate	in	the	project	cost.		While	this	form	is	
prepared	and	submitted	by	Headquarters,	Region	
Program	Management	staff	needs	to	understand	the	
requirements	for	receiving	federal	aid	funding	on	
projects.

As	stated	earlier,	the	FAPA	must	be	approved	prior	to	
starting	any	project	phase	planned	for	federal	funding.	
Any	expenditure	incurred	prior	to	FHWA	approval	
are	not	eligible	for	reimbursement.		An	additional	
authorization	may	be	required	if	there	is	a	change	in	
project	scope,	new	work	is	added	to	the	project,	or	
contract	conditions	are	renegotiated.		This	is	particu-
larly	important	during	construction	when	new	work	
or	payment	incentives	may	be	added	to	the	project	
by	a	change	order.

Approval Process for Federal Aid 
Project Agreements
The	Funds	Authorization	and	Systems	Support	Branch	
of	Headquarters	PC&R,	using	information	provided	
by	a	status	report	and/or	a	completed	Work	Order	
Authorization form, prepares the FHWA Form 120. 
It	is	reviewed	and	approved	in	Headquarters,	then	
submitted	to	FHWA	for	review	and	approval.		The	
FHWA	review	considers	such	questions	as:

	 Are	the	requested	funds	available?

	 Is	the	project	as	described	eligible	for	the	type	
of	funds	requested?

	 Has	the	state	met	FHWA	requirements	for	
	developing	the	project?

	 Is	the	project	in	the	current	approved	Statewide	
Transportation	Improvement	Plan?

Once	the	review	is	completed,	FHWA	returns	the	
approved	form	to	PC&R	in	Headquarters.		A	WOA	
can	then	be	processed,	reviewed,	and,	if	there	are	no	
other	issues	to	be	resolved,	approved	by	PC&R.			
It	is	then	forwarded	to	Headquarters	Project	Support	
Services	for	set	up	in	TRAINS.		A	copy	of	the	
approved	form	can	be	accessed	in	the	Federal	Aid	
Tracking System (FATS).  Figures 9 and 10 show the 
steps	involved	in	federal	aid	approval.

Project Change Control
Project	controls	are	activities	intended	to	ensure	that	
project	scope,	schedule,	budget,	and	quality		
objectives	are	achieved;	where	this	is	not	feasible,	
project	controls	provide	a	consistent	means	of	
managing	change.		Project	control	activities	
encompass	monitoring	and	measurement	of	progress	
against	established	baselines	to	anticipate	and	identify	
variances	from	plan;	the	system	of	approvals	required	
for	the	authorization	of	change;	detection	of	incorrect	
or	unauthorized	changes;	and	any	corrective	action	
taken	to	prevent	or	mitigate	variances	from		
established	baselines.		WSDOT’s	system	of	project	
controls	is	described	in	this	section.
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Figure 7. FHWA Form 120 (page 1 of 2)

Washington State Department of Transportation
Modification of Federal Aid Project Agreement

0401(003)Project Number:

SR101-HOH RIVER - EMERGENCY REPAIRS - DMC071, MS5031,SF4066 & 006271.Title:

Prefixes: (AC) NH, ER, 5Mod Number:

MODIFICATION NO. 5: THIS REQUEST (SF4066) PROVIDES FOR ROADSIDE RESTORATION / PLANT
ESTABLISHMENT BY STATE FORCES $25,950.00.

Purpose: Authorizing Work Obligating Funds ADDING ADDITIONAL FUNDSMod Justification:

Description:

The Project Agreement for the above referenced project entered into between the undersigned Parties and executed by the Division Administrator
on Nov 14, 2003 is hereby modified as follows:

Description/Location: HOH RIVER - EMERGENCY REPAIRS
SR101-18.62 TO 18.72 MILES SOUTH OF JUNCTION SR110.

County Urbanized Area WIN W/O # Sub Pgm PIN No Structure Fin Code
JEFFERSON NOT IN AN URBANIZED AREA C10141C 006817 P3 00CNM JL

C10141F DMC071 00PC

C10141G MS5031 310141C

SF4066

101SR: 174.100Beginning MP: NOT APPLICABLE

04/15/2004Design Apprvl:

00/00/0000ROW Certfn:

CATEGORICAL EXCLUSION: (DCE) FHWA DOC

EXEMPT

174.600Ending MP:

04/13/2004Envirnl Clrnc Date:

00/00/0000STIP Apprvl:

Place Code:

Envirnl Clrnc:

STIP Ref:

FEDERAL FUNDS: Previous Amount Increase/DecreaseCurrent AmountPhasePro-RataClass of Funds Fin CdApprop

504,270.00 .00504,270.00CN100%EMERGENCY RELIEF - FED AID - OTHER JL09V0

6,943,904.00 25,950.006,969,854.00CN86.5%NATIONAL HIGHWAY SYSTEM JLH050

$7,448,174.00

$2,246,163.00

$9,694,337.00

$25,950.00

$4,050.00

$30,000.00$9,724,337.00

$2,250,213.00

$7,474,124.00Total Federal Funds:

Total Non-Federal Funds:

Total Project Funds:No

No

Incl Soft Match - TOLL:

Incl Soft Match - IDC:

Previous Amount Increase/DecreaseAmountPhaseApprop Fin CdNON-FEDERAL FUNDS: Fund Type

2,246,163.00 4,050.002,250,213.00CNSTATE FUNDS

$2,246,163.00 $4,050.00$2,250,213.00Total Non-Federal Funds:

Federal Aid Tracking System (FATS)9/2/2004
Page 1 of 2 DIST, W/O, CPMS, FMIS, D/B, FATS

Created By: JENKINL



Project Control and Reporting Manual M 3026.00 3� 
January 2006

 Section �

Figure 7. FHWA Form 120 (page 2 of 2)

Washington State Department of Transportation
Modification of Federal Aid Project Agreement

0401(003)Project Number:

SR101-HOH RIVER - EMERGENCY REPAIRS - DMC071, MS5031,SF4066 & 006271.Title:

Prefixes: (AC) NH, ER, 5Mod Number:

Purpose Of Request: MODIFICATION NO. 5: THIS REQUEST (SF4066) PROVIDES FOR ROADSIDE RESTORATION / PLANT ESTABLISHMENT BY
STATE FORCES $25,950.00.

MODIFICATION NO. 4: CONVERT ADVANCED CONSTRUCTION FUNDS, $6,943,904.00 TO H050.

MODIFICATION NO. 3: INCREASE (A/C) NH H050 CN, $1,639,656.00 TO ADJUST TO AWARD.

MODIFICATION NO. 2: THIS MESSAGE SERVES AS MY AUTHORIZATION TO REMOVE ALL FHWA CONDITIONS (PLACED
AT THE TIME OF CONSTRUCTION AUTHORIZATION) RELATED TO AD, BID OPENING, AND AWARD OF THE SUBJECT
PROJECT, CONCERNING ESA CONSULTATION (COMPLETION OF THE BO) WITH THE USF&WS. FHWA HAS FORMALLY
NOTIFIED THE USF&WS THAT THIS PROJECT WILL BE DESIGNATED AN EMERGENCY PROJECT UNDER ESA AND
CONSULTATION WILL BE COMPLETED DURING OR AFTER CONSTRUCTION PER ESA REGULATORY PROCEDURES.
FROM: HUGHES, GARY (FHWA) 6/14/2004

MODIFICATION NO. 1: THIS ADVANCE CONSTRUCTION REQUEST PROVIDES A PERMANENT REPAIR TO PREVENT
FUTURE EROSION BY INSTALLING PILING AND CREATING IN RIVER LOG JAMS FOR BANK PROTECTION,
RECONSTRUCTION AND RESURFACING THE SHOULDER ON THE RIVER SIDE OF SR101 DAMAGED BY HEAVY REPAIR
EQUIPMENT AND TRAFFIC CONTROL DURING THE REPAIR WORK.

ORIGINAL CN REQUEST: THIS REQUEST PROVIDES TEMPORARY / INCIDENTAL PERMANENT REPAIR OF BANK
EROSION ALONG THE HOH RIVER ADJACENT TO SR101 BY PLACING HEAVY LOOSE RIPRAP TO PREVENT FURTHER
EROSION AND TO REPAIR DAMAGED BARBS IN THE RIVER.

PRELIMINARY ENGINEERING ACCOMPLISHED ON FEDERAL PROJECT ER-0401(031), XL1557.
SCHEDULED TO BE ADVERTISED ON 5/10/2004. NEPA DCE: APPROVED BY FHWA ON 4/13/2004.
NOAAF "EFH" APPROVED 3/16/04 AND USFWS WILL BE DETERMINED PRIOR TO BID OPENING.
RIGHT-OF-WAY WILL BE CERTIFIED PRIOR TO BID OPENING.
THIS PROJECT WILL BE A REGION AD AND AWARD (RAA).
THIS PROJECT WILL BE CONVERTED TO EMERGENCY RELIEF FUNDS WHEN THOSE FUNDS ARE AVAILABLE !
AUTHORIZATION TO PROCEED IS NOT A COMMITMENT OR OBLIGATION TO PROVIDE FEDERAL FUNDS FOR THAT
PORTION OF THE UNDERTAKING NOT FULLY FUNDED HEREIN.

Remarks: MODIFICATION NO. 5: THIS REQUEST (SF4066) PROVIDES FOR ROADSIDE RESTORATION / PLANT ESTABLISHMENT BY STATE
FORCES $25,950.00.
THIS MESSAGE SERVES AS MY AUTHORIZATION TO REMOVE ALL FHWA CONDITIONS (PLACED AT THE TIME OF CONSTRUCTION
AUTHORIZATION) RELATED TO AD, BID OPENING AWARD OF THE SUBJECT PROJECT,
CONCERNING ESA CONSULTATION (COMPLETION OF THE BO) WITH THE USF&WS. FHWA HAS FORMALLY NOTIFIED THE USF&WS
THAT THIS PROJECT WILL BE DESIGNATED AN EMERGENCY PROJECT UNDER ESA AND
CONSULTATION WILL BE COMPLETED DURING OR AFTER CONSTRUCTION PER ESA REGULATORY PROCEDURES.
HUGHES, GARY (FHWA) 6/14/2004

The State stipulates that as a condition to payment of the Federal Funds obligated, it accepts and will comply with the provisions set forth in 23 CFR Part 630.307 and 49 CFR 26.13(a) which is
incorporated therein by reference. The State further stipulates that its signature on the project agreement constitutes the making of the certifications set forth in 23 CFR 630.307 and 49 CFR 26.13(a).

WSDOT APPROVAL:

JOHN R. JEFFREYSBy: Date: 08/30/2004

FUNDS AVAILABLE:

Initials: Date:

FHWA RECOMMENDED SIGNATURE:

By: Date:

FHWA AUTHORIZED SIGNATURE:

By: 08/30/2004TONYA D. PRICE Date:

Distribution:
OLYMPICRegion:

Program Manager Project Support Services
Federal Aid Files

Records Control
Contract Ad and Award

All other terms and conditions of the Project Agreement will remain in full force and effect.

This modification is effective as of Aug 30, 2004

Federal Aid Tracking System (FATS)9/2/2004
Page 2 of 2 DIST, W/O, CPMS, FMIS, D/B, FATS

Created By: JENKINL
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Change Drivers
As	noted,	project	managers	or	project	engineers	are	
responsible	for	delivering	their	projects	according	
to	the	established	scope,	schedule,	and	budget.		
However,	adjustments	to	project	schedules	and	
budgets	are	sometimes	required	for	reasons	including,	
but	not	limited	to,	the	following:

	 Emergency	needs;
	 Changes	in	federal	or	state	revenue	levels;

	 External	actions	that	affect	the	Department’s	
	ability	to	deliver	projects,	such	as	work	force	
reductions;

	 Changes	in	permitting	or	regulatory	requirements;

	 Previously	unknown	site	conditions	that	could	
not	have	been	anticipated	in	the	absence	of	
	prohibitively	expensive	scoping;

	 Errors	and	omissions	in	the	design	process;

 Atypical fluctuations in the cost of materials; and

	 Value-added	increases	in	scope	that	are	directed	
after	the	baseline	have	been	established.

The Project Engineer’s Responsibility 
for Project Control
The	assigned	Project	Engineer	is	the	person	with	
primary responsibility for monitoring the specific 
activities	of	a	work	order	and	for	ensuring	that		
expenditures	remain	within	authorized	funding.		The	
Project	Engineer	establishes	a	work	plan	that	clearly	
tracks	how	much	has	been	spent	each	month	as	well	
as	planned	expenditures	on	a	monthly	basis.

The Project Change Process
While	the	Quarterly	Review	Meetings,	the	Gray 
Notebook,	Summary of Proposed Adjustments for 
Project Delivery,	and	web	pages	are	WSDOT’s	
chief	monitoring	and	reporting	tools,	the	means	by	
which	the	Department	controls	approval	of	proposed	
changes	in	scope,	schedule,	and	budget	is	the	Project	
Control Form (Figure 8).  Although some minor 
changes	are	permissible	through	an	amendment	to	an	
existing	work	order	authorization,	submission	of	a	
Project	Control	Form	is	required	for	most	changes	
on	Non-Nickel	projects	and	for	all	Nickel	Project	
changes	that	are	proposed	prior	to	or	at	contract	
award.		After	contract	award,	the	construction	change	
order	process	is	used	to	approve	project	changes	
(Figures 9 and 10).

The Project Control Form
The	Project	Control	Form	provides	detailed	
information	about	proposed	schedule,	cost,	and	
programming	changes	in	a	standardized	format.	
It	is	the	key	source	document	within	WSDOT	for	
documenting	and	approving	project	variances.		
A	work	order	authorization	to	allow	proposed	
	changes	may	not	be	approved	until	the	Project	
Control	Form	(or	change	order	for	construction	
projects)	is	approved.

All	identifying	information	about	the	project	for	
which	a	change	is	proposed,	such	as	its	Nickel	List	
title,	its	LEAP	List	Title,	its	CIPP	project	title,	must	
be	indicated	on	the	Project	Control	Form.		The	person	
requesting	the	change	must	also	indicate	where	the	
project	is	located	and	the	subprogram	from	which	it	
is	funded.		The	project’s	functional	intent	and	what	
is	currently	approved	must	be	summarized.		The	
requester	must	then	address	four	questions:

1. What has changed?

2.	 What	caused	this	change?	Any	previous	
Beige	Pages	reports	on	the	same	project	are		
to	be	referenced.

3.	 How	will	the	change	be	accommodated?

4.	 What	has	the	Department	learned	that	can	
improve	performance	in	the	future?

Budget Changes
Any	requested	budget	changes	must	be	presented	
alongside	the	original	budget	by	phase	and	by	
biennium.		The	total	variance	is	summarized.

Schedule Changes
Proposed schedule changes must be specified by six 
key	milestones	with	original	scheduled	milestone	
completion	dates	compared	against	the	proposed	
revised	dates,	by	biennium.		These	milestones	are:

1. Project Definition Complete

2.	 Begin	Preconstruction	Engineering

3.	 Environmental	Documentation	Complete

4. Right of Way Certification

5.	 Advertisement	Date

6. Operationally Complete
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Figure 8. Project Control Form (At or Prior to Contract Award) (page 1 of 4)
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Figure 8. Project Control Form (At or Prior to Contract Award) (page 2 of 4)

Project Control Form
SR 519 Intermodal Access Project
Program Item No. 151902A

151902Ac.doc 2

3. Summary of Schedule Revision Proposed (to show biennial accommodation):

4. Summary of Budget Revision Proposed ($ in 1000s):
Nickel Funding (if appropriate): T-Nickel on A51902F only

Prior 03-05 05-07 07-09 09-11 11-13 Variance
(mos)

PE Start 03-05LegFin 7/00
Qtr 2 7/00 0
Proposed 7/00 0

RWCertification 03-05LegFin 11/10
Qtr 2 11/10 0
Proposed 11/10 0

Contract Ad 03-05LegFin 12/10
Qtr 2 12/10 0
Proposed 12/10 0

Open to Traffic 03-05LegFin 6/13
Qtr 2 6/13 0
Proposed 6/13 0

Record of Decision 03-05LegFin

Qtr 2

Proposed

Phase: Prior 03-05 05-07 07-09 09-11 11-13 Total

Prel. Engineering. 03-05LegFin 3,000 3,000
Qtr 3 3,000 3,000
Proposed 3,000 3,000

Right of Way 03-05LegFin 1,500 1,500
Qtr 3 1,500 1,500
Proposed 1,500 1,500

Construction 03-05LegFin 1,500 32,000 33,500
Qtr 3 1,492 32,008 33,500
Proposed 1,492 32,008 33,500

Total 03-05LegFin 0 0 0 0 6,000 32,000 38,000
Qtr 3 0 0 0 0 5,992 32,008 38,000
Proposed 0 0 0 0 5,992 32,008 38,000

Variance Proposed: 0 0 0 0 0 0 0
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Figure 8. Project Control Form (At or Prior to Contract Award) (page 3 of 4)

Project Control Form
SR 519 Intermodal Access Project
Program Item No. 151902A

151902Ac.doc 3

Pre Existing Funding:

*Qtr 3 = Previously approved PEF. See PCF dated 2/10/2004 and approved on 3/8/2004.

5. Proposed program adjustments to accommodate unprogrammed project or cost/scope/schedule revision:
(Include what action the Department needs to take to resolve, mitigate, implement, or accommodate the revision.)

The 03-05 and 05-07 PEF increases will be accommodated through I3 program balancing. Future biennia changes will be
accommodated during program building.

6. Proposal Concurrence:
Initials Date

Initiator JM 6/8/04
Project Engineer / Manager JM 7/13/04
Region Project Development Engineer CA 7/13/04
Region Program Manager AST 7/13/04
Region Administrator ____ ________
HQ ASDE ____ ________
Other: __________________________ ____ ________
HQ Program Manager JAM 7/15/04 (See Below)
Assistant Director Project Control and Reporting Dan 7/29/04
Director Project Control and Reporting ____ ________

7. Concurrence Comments:
The 04LegFin cost for PEF is $93,334K, so the increased amount for approval is +$3,664K. JAM.

8. Approving Authority’s Response:
X Approved
 Approved with conditions (see Comments)
 Needs additional evaluation or information (see Comments)
 Not Approved

Authority: _(signed J. Conrad)____ Date: _8/3/04___________
Comments:

Phase: Prior 03-05 05-07 07-09 09-11 11-13 Total

Prel. Engineering. 03-05LegFin 7,167 2,360 290 9,817
Qtr 3* 6,813 482 2,216 186 9,697
Proposed 6,813 467 2,415 2 9,697

Right of Way 03-05LegFin 23,101 19 23,120
Qtr 3* 23,624 18 23,642
Proposed 23,624 36 23,660

Construction 03-05LegFin 47,010 7,670 150 3,400 58,230
Qtr 3* 48,644 7,777 158 3,392 59,971
Proposed 48,644 10,817 630 158 3,392 63,641

Total 03-05LegFin 77,278 10,049 290 0 150 3,400 91,167
Qtr 3* 79,081 8,277 2,216 0 344 3,392 93,310
Proposed 79,081 11,320 3,045 0 160 3,392 96,998

Variance Proposed: 0 3,043 829 0 -184 0 3,688

DLS
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Figure 8. Project Control Form (At or Prior to Contract Award) (page 4 of 4)

Project Control Form
SR 519 Intermodal Access Project
Program Item No. 151902A

151902Ac.doc 4

9. Address any lessons learned that might provide similar positive outcomes or preclude similar
negative outcomes in future projects:

This project involves several different partnering agencies and agreements. Copies of all pending agreements should be
provided to the construction administration office to alert them to possible issues that are not addressed in the contract.
Copies of utility agreements in progress were available, however, this contract also involves general maintenance
agreements, possession and use agreements involving the various properties that the project bridge crosses through,
memorandums of understanding, and so forth. Several of these were still not executed when this contract proceeded to Ad,
but much of the groundwork appears to have been in place. Written knowledge of the issues being agreed to may have
avoided some of the work that was added to this contract. The commitment to these multiple agreements made it difficult to
delete work in order to reduce costs, unless requested by or agreed to by the third parties involved.

The existing soils in this area are comprised of fill material, and the water table was identified as being approximately nine
feet below the existing ground elevation. Soils conditions were considered for the design of the bridge foundation, but were
not as major a factor for the design of the underground utility work. Given the problems experienced with differential
settlement on this project within the south of downtown Seattle area and vicinity and contributing tidal influences from
Puget Sound, we recommend that more consideration be provided to design for the installation of underground utilities on
future projects.

A second phase of this project was also conceptually approved, and was projected to follow the completion of Phase 1.
The intent to avoid the installation of work that would be affected by another project is good; however, problems are created
when this projected work is cancelled or delayed. Where practical, particularly for multiple season jobs, we recommend
that projects be considered as stand-alone. This insures that funding is secured for the work. Adding work after the bid
period typically costs the agency more, and may require having to secure new funds.
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Proposed Program Adjustments
The	person	initiating	the	requested	change	must	also	
indicate	how	the	proposed	adjustments	at	the	project	
level	are	to	be	accommodated	within	the	program.	
This	is	done	by	indicating	the	action	the	Department	
will	take	to	accommodate	the	revisions	to	an	existing	
project	or	an	unprogrammed	project.

Lessons Learned
The Project Control Form also includes a field in 
which	to	address	any	lessons	learned	that	might	
provide	similar	positive	outcomes	or	preclude	similar	
negative	outcomes	on	future	projects.

Table	2	shows	the	thresholds	for	approving	changes	
on	non-Nickel	projects.		As	indicated,	WSDOT	
must	report	all	changes	to	project	scope,	schedule,	
and	budget	for	both	Nickel	and	non-Nickel	projects	
(with	the	exception	of	minor	scope	changes	that	
do	not	alter	the	project’s	functional	intent	for	non-
Nickel	projects).		This	table	references	the	highway	
mode.		While	other	modes	have	substantively	similar	
processes,	the	details	and	routing	requirements	differ	
depending	on	the	unique	nature	of	the	mode	and	the	
size	of	the	organization

Project Control Procedures:  Nickel 
Projects vs. Non-Nickel Projects
There	are	differences	between	projects	funded	from	
the	Nickel	Account	and	those	that	are	funded	using	
preexisting	revenues,	both	in	terms	of	the	change	
approval	process	for	individual	projects	and	in	terms	
of how program level fluctuations resulting from 
project	level	changes	are	managed.

A	key	difference	between	Nickel	and	Non-Nickel	
projects	in	terms	of	Project	Control	Form	approvals	
is	the	level	of	approval	required.		In	the	highway	and	
ferry	modes,	any	change	to	Nickel	projects	must	be	
either	approved	by	the	Transportation	Commission	
or	Legislature	on	a	line-item	basis.		Meanwhile,	for	
the	rail	mode,	all	changes	to	Nickel	projects	must	
be	approved	by	the	Legislature	on	a	line-item	basis,	
regardless	of	the	magnitude	of	the	proposed	change.

Major	changes	that	require	legislative	approval	are	
defined as those that:

	 Cost	changes	that	cannot	be	accommodated	
within current biennium cash flow;

	 Delete	an	already	programmed	project;

	 Add	any	project	not	already	programmed;

	 Permit	schedule	advances	or	delays	that	cannot	
be	accommodated	within	the	current	biennial	
cash flow; and

 Entail major scope changes that significantly 
alter	the	project’s	functional	intent.

Not	only	must	the	Legislature	approve	any	major	
change	to	a	Nickel	project	in	the	highway	and	ferry	
modes,	the	reallocation	of	any	resources	resulting	
from	a	cost	under-run	on	a	Nickel	project	must	also	
be	approved	by	the	Legislature.		All	changes	to	Nickel	
projects	below	these	thresholds	require	Transportation	
Commission	approval.		In	contrast	projects	funded	
at	the	program	level,	as	are	almost	all	Non-Nickel	
projects,	WSDOT	may	reallocate	resources	among	
projects	managed	at	both	a	project	and	programmatic	
level.

Presentation of Projects for 
Legislative Consideration and 
Approval
Projects	that	require	Legislative	approval	for	any	
proposed	change	are	presented	in	three	subsections	
of	the	Beige	Pages	in	the	Gray Notebook: (1) the 
“Watch List,”	(2)	“Proposed	Program	Adjustment	
to	Delivery	Planning,”	and	(3)	“Opportunities	and	
Options	for	Legislative	Consideration.”

The Watch List
The	Watch List	contains	projects	that	WSDOT	has	
identified as posing risk that could trigger a project 
change.		Within	the	Watch List,	the	nature	of	the	risk	
is specified.  The project is reported continuously in 
the	Watch List	until	the	risk	is	removed	or	a	change	
actually	occurs.		In	addition	to	keeping	the	Legislature	
and	the	public	apprised	of	project	risks,	the	Watch List	
also	keeps	project	managers	and	the	units	of	which	
they	are	part	visibly	in	the	forefront.

6Section 6 contains a discussion and description of the information systems 
used	to	plan,	monitor,	control	and	report	on	WSDOT	project	and	program	
delivery,	including	CPMS.
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Table 2. Existing Revenue Projects (Non-Nickel)  
Internal WSDOT Approval Process

  HQ Approval Project 
 Threshold Level Control Form

Changes	up	to	$200K	for	projects	<	$2M	 	
Changes up to 10% for projects > $2M and < $10M HQ Approval Informational	
Changes up to $1M for projects > $10M not required

Changes	up	to	$400K	for	projects	<	$2M	 Improvement	&	
Changes up to 20% for projects > $2M and < $10M Preservation ✓	
Changes up to $2M for projects > $10M Program Mgrs.

Changes	above	Headquarters	PM	Level,	up	to	$3M	 Asst.	Dir.	PC&R	 ✓

	 	 Asst.	Secretary	
Changes	above	$3M	 Eng.	&	Regional	 ✓	
	 	 Operations

Advances	or	delays	that	can	be	accommodated		 Asst.	Dir.	PC&R	 ✓	
by current biennial cash flows

Advances	or	delays	that	can	NOT	be		 Director,	PC&R	
accommodated by current biennial cash flows Asst. Sec. Eng. &  ✓	
	 	 Reg.	Operations

Changes	to	original	planned	improvements		
that	do	NOT	alter	the	functional	intent	of	the		 Asst.	Dir.	PC&R	 ✓	
project	as	funded	by	the	Legislature

Changes	to	original	planned	improvements		 Director,	PC&R	
that	SIGNIFICANTLY	alter	the	functional		 Asst.	Sec.	Eng.	&		 ✓	
intent	of	the	project	as	funded	by	the	Legislature	 Reg.	Operations

Unprogrammed	projects	 Asst.	Secretary	 ✓	
	 	 Eng.	&	Regional		
Deleted	projects		 Operations	 ✓
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Opportunities and Options for  
Legislative Consideration
If	a	major	change	outside	the	Transportation	
Commission’s	approval	authority	occurs,	the	project	
is	moved	from	the	Watch List	to	the	second	section	
of	the	Beige	Pages	that	serves	as	the	forum	for	
legislative	consideration:	that	is,	Opportunities and 
Options for Legislative Consideration.		Because	the	
Legislature	is	only	in	session	for	part	of	the	year,	
action	on	any	given	option	or	opportunity	must	be	
held	until	the	legislature	reconvenes	and	decides	upon	
a course of action. Legislative action is then reflected 
in	the	budget.

Adjustments to Delivery Planning
Changes	that	fall	below	the	Legislative	approval	
threshold	are	moved	from	the	Watch List	to	the	
subsection	of	the	Beige	Pages	titled	Adjustments 
to Delivery Planning.		Once	approved	by	the	
Commission,	the	changes	are	incorporated	into	
the	construction	program	and	formally	reported	
to	the	Legislature	with	the	publication	of	the	
Gray Notebook.

The Impact of Project-Level Changes: 
Program-Level Modifications
Program-level modifications may be required as 
the	result	of	individual	and	cumulative	changes	
at	the	project	level.		The	program-level	impacts	
of	project-level	changes	include	the	following:

	 Expenditure	plans	exceed	the	allocation		
(are	overprogrammed),

	 Expenditure	plans	fall	below	the	allocation		
(are	underprogrammed),

 Expenditure plans use less than 100 percent 	
of	the	federal	allocation,

	 Workforce	plans	are	out	of	balance	with		
allocations,

	 Fund	source	plans	are	unbalanced,

	 Fund	source	appropriations	are	exceeded,

	 Preconstruction	Engineering	or	right	of	way		
phase	actual	expenditures	are	below	planned	
expenditures,

	 Actual	expenditure	rates	compare	unfavorably	
with	historical	rates,	or

	 Actual	projects	to	ad	do	not	match	planned	
ads	for	the	quarter.

All program-level modifications must be 	
translated	back	and	implemented	at	the	project	level.	
Adjustments	may	be	made	by	modifying	project	cost,	
scope,	schedule,	or	workforce	size	and	composition.	
Program-level	expenditures	are	monitored	through	
reports	generated	by	WSDOT’s	Capital	Program	
Management	System	and	other	databases	used	to	
monitor	and	manage	federal,	state,	and	local	funds	
against	projects	to	be	delivered.5

Program	managers	at	the	regions,	modes	and	
Headquarters	conduct	monthly	and	quarterly	
reviews	to	analyze	the	status	of	program	funds	and	
to	determine	what	adjustments	are	needed	to	keep	
funds balanced with appropriations and financial 
plans.		Decisions	as	to	how	to	translate	program	
level	changes	back	to	the	project	level	are	generally	
made	through	collaboration	between	PC&R	and	
regional	and	modal	administrators.

5Section 6 contains a discussion and description of the information systems 
used	to	plan,	monitor,	control	and	report	on	WSDOT	project	and	program	
delivery,	including	CPMS.
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Section 5. Project and  
Program Reporting

PC&R	has	established	a	standardized	reporting	
system	that	dovetails	with	the	Department’s	project	
controls	procedures.		PC&R	works	with	the	regions	
and the modes to compile, refine, and prepare for 
	presentation,	summary	project	and	program	delivery	
reports.		These	reports	are	at	levels	of	detail	and		
aggregation	useful	to	the	Transportation	Commission,	
the	Legislature,	and	the	general	public	each	quarter	
and	on	an	ad	hoc	basis	as	needed.

Schematic	diagrams	of	the	WSDOT	review	and	
reporting	process	in	relationship	to	the	Project	control	
processes are illustrated in Figures 9 and 10.

Reviews
WSDOT’s	performance	measure	and	accountability	
process	is	comprised	of	two	phases:	reviews	and	
reports.

Besides	routine	oversight	of	highway	and	modal	
projects	and	programs	by	the	Headquarters	program	
managers,	WSDOT	performs	quarterly	reviews	of	the	
status	of	all	capital	programs,	Nickel	projects,	and	
any regionally significance projects on two levels, a 
mid-quarter	review	of	highway	programs	and	projects	
by	Headquarters	program	managers	with	regional	
program	managers	and	a	formal	Quarterly	Project	
Review	Meeting	by	the	WSDOT	Executive	Review	
Board	with	regional	and	modal	management	staff	at	
the	end	of	each	quarter.

WSDOT’s Executive Review Board
The	Executive	Review	Board	is	comprised	of	
WSDOT	senior	management	with	the	primary	
purpose	of	providing	direct	senior	management	
oversight	program	and	project	delivery.		The	Board	
reviews	and/or	approves	all	major	program	and	
project	changes,	depending	on	whether	the	changes	
occur	on	Nickel	or	non-Nickel	projects,	and	provides	
direction	in	developing	strategies	to	address	problems	
as	they	develop.

WSDOT	reports	on	its	activities	and	project	delivery	
performance	to	the	Legislature,	the	Transportation	
Commission,	and	other	stakeholders	through	its	
system	of	quarterly	reviews	and	reporting,	which	
are	described	in	this	section.		WSDOT	program	
delivery	is	managed	at	the	individual	project-level.	
Each	project	is	managed	to	maintain	cost,	scope,	
and	schedule	as	budgeted.		The	delivery	process	
is	designed	to	catch	problems	and	changed	condi-
tions	early	with	senior	management	involvement	in	
solutions	and	open	disclosure	of	any	changes	that	
could	result.		It	is	the	Department’s	policy	to	deviate	
from	the	budget	only	when	conditions	require	it	or	
there is a direct benefit to the State to do so.

A	critical	aspect	of	project	control	is	continuous	
monitoring,	tracking,	and	reporting	of	both	project	
performance	and	program	status,	which	facilitates	the	
early identification of baseline variances.  Project and 
program	monitoring,	tracking,	and	reporting	occur	at	
multiple	levels	within	the	Department.

Individual	project	engineers	and	their	consultants	
use	a	range	of	project	management	programs,	
such	as	Project	Development	Information	System	
(PDIS)	and	Microsoft	Project	day	to	day	to	track	
their	project	and	budget	performance	relative	to	
work	accomplished,	usually	in	conjunction	with	
WSDOT’s	information	resources.		Both	PC&R	and	
regional program management offices use the Capital 
Program	Management	System	(CPMS)	to	monitor	
each program.  The WSDOT regional offices also 
maintain	detailed	project	tracking	and	program	
monitoring	databases	and	reports	for	internal	perfor-
mance	monitoring.		Meanwhile,	PC&R	maintains	its	
own	independent	check	on	the	status	of	all	WSDOT	
projects and programs—both individually and at the 
statewide level—through a series of tracking and 
reporting	activities,	which	are	conducted	on	monthly	
and	a	quarterly	cycles.
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Figure 9. Components of WSDOT’s Project Control and Reporting  
System for Nickel Projects
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Figure 10. Components of WSDOT’s Project Control and Reporting  
System for Non-Nickel Projects

R
ep

or
t

Su
bm

itt
ed

 to
th

e 
Le

g.

T
E

IS
 L

oa
de

d

A
pp

ro
va

l
U

pd
at

ed
in

 P
ro

j. 
Tr

ac
ki

ng
 S

ys
.

C
on

di
tio

n
re

qu
iri

ng
pr

oj
ec

t c
ha

ng
e 

oc
cu

rs

P
ro

je
ct

 C
on

tro
l

D
oc

um
en

t
G

en
er

at
ed

P
ot

en
tia

l
C

ha
ng

e
Id

en
tif

ie
d

P
re

se
nt

ed
 to

th
e 

E
xe

cu
tiv

e 
R

ev
ie

w
B

oa
rd

P
ro

j. 
C

on
t. 

D
oc

.
A

pp
ro

ve
d

by
A

pp
ro

pr
ia

te
A

ut
ho

rit
y

P
ro

je
ct

 C
on

tro
l

D
oc

um
en

t
R

ev
ie

w
ed

P
ro

je
ct

A
dv

er
tis

ed

W
O

A
G

en
er

at
ed

W
O

A
A

pp
ro

ve
d

by
A

pp
ro

pr
ia

te
A

ut
ho

rit
y

W
O

A
R

ev
ie

w
ed

Fu
nd

s
E

xp
en

de
d

P
ro

je
ct

Aw
ar

de
d

P
ro

je
ct

C
on

st
ru

ct
io

n
P

ro
je

ct
C

om
pl

et
ed

P
ro

je
ct

 C
ha

ng
e 

M
an

ag
em

en
t*

P
ro

je
ct

 F
un

ds
 M

an
ag

em
en

t

W
O

A
 (

W
or

k 
O

rd
er

 A
ut

ho
riz

at
io

n)

P
ro

j. 
S

ch
ed

ul
e

&
 T

ra
ck

in
g 

S
ys

U
pd

at
ed

S
ta

rt
P

ro
je

ct

A
pp

ro
va

l
U

pd
at

ed
 in

 
TR

A
IN

S
 &

 P
ro

j. 
Tr

ac
ki

ng
 S

ys
.

E
xp

en
di

tu
re

s
U

pd
at

ed
 in

 
TR

A
IN

S
 &

 P
ro

j. 
Tr

ac
ki

ng
 S

ys
.

P
ro

je
c

t 
D

e
li

v
e

ry
 P

ro
c

e
s
s

A
t t

he
 Q

ua
rt

er
ly

 P
ro

je
ct

 
R

ev
ie

w
 M

ee
tin

gs
 in

 e
ac

h 
R

eg
io

n

TR
A

IN
S

 (T
ra

ns
po

rta
tio

n 
R

ep
or

tin
g 

&
 A

cc
ou

nt
in

g 
IN

fo
rm

at
io

n 
S

ys
te

m
)

* 
N

ot
e:

Th
e 

C
ap

ita
l P

ro
gr

am
 M

an
ag

em
en

t S
ys

te
m

 (C
P

M
S

) a
nd

 P
ro

je
ct

 C
on

tro
l F

or
m

s 
(P

C
Fs

) 
ar

e 
us

ed
 fo

r t
ra

ck
in

g 
th

e 
H

ig
hw

ay
 C

on
st

ru
ct

ui
on

 P
ro

gr
am

 a
nd

 a
pp

ro
vi

ng
 c

ha
ng

es
 to

 p
ro

je
ct

 c
os

t, 
sc

op
e,

 a
nd

 s
ch

ed
ul

e.
  O

th
er

 m
od

es
 u

se
 s

im
ila

r s
ys

te
m

s 
th

at
 m

ee
t t

he
 u

ni
qu

e 
ne

ed
s 

of
 th

e 
in

di
vi

du
al

 m
od

e.

E
ar

ly
 W

ar
ni

ng
E

ar
ly

 In
te

rv
en

tio
n

C
ha

ng
e 

O
rd

er
D

oc
um

en
t

G
en

er
at

ed

C
ha

ng
e 

O
rd

er
A

pp
ro

ve
d

by
A

pp
ro

pr
ia

te
A

ut
ho

rit
y

C
ha

ng
e 

O
rd

er
 

R
ev

ie
w

ed

P
ro

je
ct

 C
ha

ng
e 

M
an

ag
em

en
t 

(C
ha

ng
e 

O
rd

er
s)

*

P
ro

j. 
S

ch
ed

ul
e

&
 T

ra
ck

in
g 

S
ys

U
pd

at
ed

C
on

di
tio

n
re

qu
iri

ng
pr

oj
ec

t c
ha

ng
e 

oc
cu

rs

G
ra

y 
N

ot
eb

oo
k 

“W
hi

te
 P

ag
es

”

M
aj

or
 P

ro
je

ct
 c

ha
ng

es
 re

po
rte

d 
in

 th
e 

"W
hi

te
 P

ag
es

" a
lo

ng
 

w
ith

 P
ro

gr
am

 L
ev

el
 S

um
m

ar
y

P
ro

je
ct

 R
ep

or
ti

ng

C
on

so
lid

at
ed

 w
ith

 o
th

er
 

pr
oj

ec
ts

 a
nd

 s
um

m
ar

iz
ed

 
in

 th
e 

"W
hi

te
 P

ag
es

" 

P
ro

je
c

t 
C

o
n

tr
o

l 
&

 R
e

p
o

rt
in

g
 f

o
r 

N
o

n
-N

ic
k
e

l 
P

ro
je

c
ts

"O
n

 T
im

e,
 O

n
 B

u
d

g
et

, N
o

 S
u

rp
ri

se
s"

 

F
ed

er
al

 
A

pp
ro

va
l

R
ec

ei
ve

d 
if

N
ec

es
sa

ry

A
pp

ro
va

l
U

pd
at

ed
in

 C
N

 P
ro

j. 
Tr

ac
ki

ng
 S

ys
.

F
ed

er
al

 
A

pp
ro

va
l

R
ec

ei
ve

d 
if

N
ec

es
sa

ry



�� Project Control and Reporting Manual M 3026.00 
 January 2006

Section �

The	Executive	Review	Board	is	comprised	of	the	
following	members:

	 The	Assistant	Secretary	for	Engineering	and	
Regional	Operations,

	 The	Secretary’s	Chief	of	Staff,

	 Modal	Directors,

	 The	Director	of	Environmental	&	Engineering	
Programs,	and

	 Director	of	Project	Control	&	Reporting	(PC&R)

The	Executive	Review	Board	performs	many	of	the	
functions	formerly	done	by	the	Department	Project	
Screening	Board.		For	non-Nickel	projects,	a	proposed	
change	is	reviewed	by	the	program	managers	and	
approved	at	various	levels	in	PC&R	depending	on	the	
significance of the change (as indicated by cost and 
percentage	thresholds).		If	the	change	is	major,	it	is	
forwarded	to	the	Executive	Review	Board	to	deal	with	
proposed	change.		For	Nickel	projects,	all	changes	
are	reviewed	by	the	Executive	Review	Board	for	
submission	to	either	the	Legislature	of	Transportation	
Commission	for	approval.

The	Executive	Review	Board	has	been	structured	
to	provide	early,	continuous	project	monitoring	and	
control.		The	primary	forum	for	the	Executive	Review	
Board’s	activities	are	the	Quarterly	Reviews	held	in	
each	of	the	six	WSDOT	regions	and	with	each	mode.

Mid-Quarter Reviews
At	the	end	of	the	second	month	of	each	quarter,	the	
Assistant	Director	of	PC&R	and	the	Headquarters	
Improvement	and	Preservation	Program	Managers	
visit	each	region	to	review	the	status	of	each	highway	
program.		These	meetings	provide	the	Headquarters	
and	regional	program	managers	the	opportunity	
to	discuss	at	a	working	level	issues	surrounding	
program	delivery.		These	meetings	are	semi-formal	
with	a	standard	agenda	centered	around	discus-
sions	on	current	program	levels,	strategies	to	bring	
programs	into	balance	if	necessary,	major	project	
issues	that	may	be	evolving	that	may	impact	program	
delivery,	and	any	process	issues	that	need	to	be	
addressed	to	improve	the	management	process.		These	
meetings	provide	a	transition	from	routine,	day-to-
day	management	operations	to	the	formal	executive	
review	process	in	the	Quarterly	Reviews	that	follow.	
They	also	provide	the	Headquarters	managers	an	

advanced	look	at	what	the	senior	managers	will	be	
hearing	about	the	projects	at	the	Quarterly	Reviews	
and	a	coordinated	update	on	the	current	program	
status	and	strategies.

Quarterly Reviews
Whereas	most	project	control	and	reporting	systems	
focus	on	tracking	project	progress	as	expenditures	are	
incurred,	and	comparing	them	against	plan,	WSDOT	
has	added	a	forward-looking	element	to	its	integrated	
system:	the	Quarterly	Review	process.

The Quarterly Reviews are WSDOT’s first 
major	tracking	activity	and	includes	all	transpor-
tation	programs	and	modes.		A	critical	element	in	
WSDOT’s	reporting	and	accountability	the	Quarterly	
Reviews	are	face-to-face	meetings	held	for	each	
mode	and	region	prior	to	the	close	of	each	quarter.	
The	Executive	Review	Board	visits	each	of	the	
Department’s six regions, Urban Corridors Office, and 
each	of	the	modes.		The	half-	to	full-day	meetings	are	
structured	around	reports	on	each	region	or	mode’s	
Nickel	projects,	regardless	of	performance	status	(that	
is,	reports	are	required	for	projects	that	are	proceeding	
with	no	variance	from	the	baseline	as	well	as	for	
those	that	are	experiencing	budget	or	construction	
challenges),	other	projects	of	regional	or	statewide	
significance, and overall program delivery.  The 
format	for	these	meetings	generally	centers	on	project	
presentations	by	the	responsible	project	engineer	or	
project	manager,	as	well	as	program-level	reports	by	
program	managers,	regional	administrators	or	their	
modal	equivalents.		Proposed	changes	to	project	
scope,	schedule	and	budget	within	the	Executive	
Review	Board’s	purview	(i.e.,	that	do	not	require	
commission	or	legislative	approval)	are	discussed	at	
these	meetings	for	subsequent	approval	through	the	
Project	Control	Form	process.

Quarterly	Review	Meetings	serve	the	functions	
once	performed	by	the	WSDOT	Department	Project	
Screening	Board.		The	new	Quarterly	Reviews	
provide department executives a firsthand, detailed 
understanding	of	the	modes’	and	regions’	perfor-
mance	on	all	projects.		They	constitute	an	“early	
warning	system”	that	allows	WSDOT	to	anticipate	
and	manage	project	and	program	issues	more	proac-
tively.		Meanwhile,	these	meetings	provide	additional	
benefits, such as the opportunity for the regions and 
modes	to	strategize	jointly	with	executives	on	the	best	
way to address project challenges—both individually 
and	within	the	context	of	overall	program	delivery.
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The	intent	of	the	Quarterly	Reviews	is	to	anticipate	
and	identify	issues	or	opportunities	likely	to	impact	
regional	or	modal,	and	by	extension,	enterprise	wide	
program	delivery.		By	visiting	the	regions	on	a	regular	
basis,	PC&R	has	direct	communication	with	the	
regions,	and	a	much	clearer	sense	of	upcoming	issues,	
as	opposed	to	attempting	to	deal	with	cost	overruns	or	
schedule	delays	after	it	is	too	late	to	avert	problems.

Reports
WSDOT	develops	three	primary	types	of	reports:	
internal,	external,	and	computerized/Internet	reports.

Internal Reports
WSDOT	uses	a	variety	of	standard	reports	for	the	
management	of	its	projects,	programs,	and	operations	
on	a	day-to-day	basis.		These	reports	track	project	
expenditures	and	schedules	in	detail	and	provide	
program	managers	and	WSDOT	senior	managers	
information	necessary	to	keep	informed	of	the	status	
of	all	programs,	sub	programs	and	sub	categories.	
Subsets	of	these	reports	are	aggregated	for	oversight	
purposes	and	external	reporting.

External Reports
The	Gray Notebook	is	the	cornerstone	of	the	external	
reporting	system	with	the	Nickel	project	monitoring	
and	performance	reported	in	the	“Beige	Pages”	and	
the	Improvement	and	Preservation	Programs	reported	
in	the	“White	Pages.”		The	Gray Notebook	is	provided	
to	the	Legislature,	WSDOT	management,	and	posted	
on	the	WSDOT	website.	Legislative	staff	is	also	
provided	the	Summary of Adjustments to Project 
Delivery	and	the	Project Status Reports	(Gantt	Charts)	
that	show	the	current	status	of	each	Nickel	Projects	
expenditures	and	major	delivery	milestones.

In	addition	to	hard	copy	reports,	WSDOT	also	
provides	detailed	project	level	information	and	
delivery	status	via	the	Internet.		In	conjunction	
with	the	WSDOT’s	accountability	web	page,	the	
Department provides two specific types of web pages 
reporting	general	project	information	and	delivery	
status	on	all	Nickel	projects	and	non-Nickel	projects	
of regional significance, QPRs, and Project Pages.

WSDOT’s	management	operations	are	intended	to	be	
open	and	forthright.		The	Transportation	Commission	
and	legislative	staff,	as	well	as	other	authorized	users,	

have	independent,	direct	access	to	data	and	reporting	
on	WSDOT	projects	and	programs	through	TEIS.	
This	direct	access	allows	them	to	conduct	independent	
queries	and	generate	standard	or	customized	reports	
as	desired.

The Gray Notebook: The Keystone 
of WSDOT’s Reporting System
WSDOT’s	integrated	project	control	and	reporting	
system	is	organized	around	a	quarterly	schedule	that	
culminates	in	the	production	of	the	Secretary’s	Gray 
Notebook,	editions	of	which	are	issued	at	the	end	of	
June,	September,	December,	and	March	and	posted	on	
the	web.	The	Gray Notebook is the official reporting 
mechanism	to	the	Legislature	on	the	Department’s	
performance	(“White	Pages”)	and	the	current	status	
of	the	2003	Transportation	Funding	Package	(Nickel)	
(“Beige	Pages”).		It	contains	several	sections	and	
subsections	that	track	the	entire	life	of	a	Nickel	
project	and	monitors	all	developing	problems	through	
final solution.

The Gray Notebook’s Beige Pages
The	most	crucial	aspect	of	the	Gray Notebook is	the	
section	called	the	“Beige	Pages”	which	is	dedicated	
to	reporting	on	the	2003	Funding	Package.		The	
“Beige	Pages”	constitute	a	summary	of	project-level	
reports	on	Nickel	projects.		They	provide	status	on	
Nickel	projects	statewide	including	those	experi-
encing	cost,	scope,	or	schedule	adjustments,	and	
conditions	that	are	developing	that	many	affect	the	
cost,	scope,	or	schedule.		The	“Beige	Pages,”	which	
continue	to	evolve	in	format	and	content,	are	currently	
organized	into	the	following	four	main	subsections:	
“Current	Highlights	and	Accomplishments,”	“Project	
Delivery,”	“Financial	Information,”	and	“Program	
Management	Information.”

Current Project Highlights 
and Accomplishments
This	subsection	is	used	to	report	on	progress	on	the	
delivery	of	projects	from	the	2003	Transportation	
Funding	Package.		It	includes	items	such	as	a	listing	
of	projects	advertised,	awarded,	and	completed	
(“Contract	Advertising	and	Awards”)	and	highlights	
of	projects	under	construction	(“Construction	
Highlights”).
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Project Delivery
This	subsection	of	the	“Beige	Pages”	is	used	to	
account	for	changes	in	Nickel	Package	project	scopes,	
schedules,	and	budgets	(“Program	Adjustments	to	
Delivery	Planning”)	and	provide	advanced	warning	
of	developing	conditions	that	could	result	in	changes	
to	project	cost,	scope,	and	schedule	(“Watch	List”).	
It	also	includes	recommended	project	changes	for	
approval	by	the	legislature	(“Opportunities	and	
Options	for	Legislative	Consideration”).		Project	
changes	may	be	due	to	a	wide	range	of	factors,	
including	increased	right	of	way	costs,	and		
anticipated	cost	decreases,	which	may	be	due	
to project efficiencies identified through value 
engineering.

Financial Information
Included	in	this	subsection	are	regularly	updated	
revenue	forecasts	for	the	Nickel	Account	and	the	
Multimodal Account.  These updates reflect actual 
revenue	collection	to	date	as	well	as	updated		
projections	based	on	new	and	revised	economic	
variables.		Also	covered	in	this	subsection	are	
plans	for	bond	issues	and	debt	service,	along	with	a	
summary financial plan that balances planned 	
expenditures	against	forecasted	revenues.

Program Management Information
This	topical	section	is	used	to	discuss	various	WSDOT		
issues	in	program	delivery	and	how	the	agency	is	
working	to	address	them.		Major	topics	have	included	
WSDOT’s	project	delivery	hardware	and	software	
capabilities;	delays	and	cost	increases	in	right	of	
way	acquisition;	utilities	relocation;	environmental	
permitting	and	compliance;	and	consultant	utilization.

Gray Notebook’s “White Pages”
Non-Nickel	projects	are	rolled	up	by	program	and	
reported	at	the	program-level	in	the	Gray Notebook	
“White	Pages.”		The	Gray Notebook	“White	Pages”	
provide	the	quarterly	status	of	the	Improvement,	
Preservation,	and	Modal	Programs,	and	the	Nickel	
Package.		Program	expenditures	and	project	
delivery	are	reported	against	the	budget.		Unlike	
Nickel	projects,	non-Nickel	projects	are	reported	by	
exception,	that	is,	they	are	only	reported	if	there	are	
substantial	changes	in	the	project	scope,	schedule	
or	budget.

WSDOT	performance	measures	reported	outside	the	
Gray Notebook’s	“Beige	Pages”	include	a	variety	of	
subject	areas,	including	the	following:

	 Highway	Construction	Program	(Improvement	&	
Preservation	Programs)

	 Washington	State	Ferries	Update	(Non-Nickel)

	 Rail	Updates	(Non-Nickel)

	 Worker	Safety

	 Highway	Safety	Improvements

	 Asset	Management

	 Highway	Maintenance

	 Incident	Response

Summary of Adjustments 
to Project Delivery
The	“Beige	Pages”	section	of	the	Gray Notebook	is	
the official reporting tool for the current status of all 
projects	in	the	2003		Transportation	Funding	Package	
(Nickel	Program).		Supplementing	the	Gray Notebook	
is	the	Summary of Adjustments to Project Delivery,	a	
detailed	expenditure	report	provided	to	the		
legislative	staff	that	summarizes	the	expenditure	
status for each Nickel project over five biennia. 
Also	referred	to	as	the	“Variance	Report,”	the	report	
provides	any	variance	in	estimated	cost	between	
the	current	estimated	project	cost	and	the	approved	
budget	by	biennium	and	supported	by	a	brief		
explanation	for	the	change.

Project changes are identified using ten general 
descriptions	with	short	explanations	for	those	changes	
that	require	further	explanation.		The	report	also	
provides	the	total	biennial	variance	for	each	of	the	
five biennia of the funding package.  The report is 
run	at	the	end	of	each	quarter,	reviewed	and	approved	
by	the	Transportation	Commission,	and	delivered	to	
legislative	staff	along	with	the	Gray Notebook.

The	Summary of Adjustments to Project Delivery	
has	become	a	key	document	used	by	the	Legislature	
in	monitoring	the	Nickel	Program,	approving	major	
project	changes,	and	setting	biennial	funding	levels.
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Project Status Report
A modified version of the Summary of Adjustments 
to Project Delivery	has	been	created	by	adding	
milestone	information	to	each	project	in	the	form	
of	a	timeline	to	create	the	Projects Status Report,	
commonly	referred	to	as	the	“Gantt	Charts.”		This	
report	provides	the	current	status	of	six	milestones,	
as	established	in	agreement	with	the	legislature,	in	
comparison	to	the	milestones	established	with	the	
original	biennial	budget.

Computerized/Internet Reports
Project Pages
Detailed	online	Project	Pages	are	maintained	for	all	
major	WSDOT	projects.		These	web-based	Project	
Pages	provide	the	interested	public	“one-stop	
shopping”	for	each	project,	with	a	wide	range	of	
information	including	the	project’s	overall	purpose,	
funding	components,	milestone	status,	risk	challenges,	
links	to	other	relevant	projects	and	WSDOT	
resources,	and	graphics	such	as	maps,	photos,	and	
design	drawings.

Quarterly Project Reports
Each	quarter,	all	activities	associated	with	projects	
described	in	Project	Pages	are	summarized	in	QPRs,	
which	are	accessible	via	a	link	from	the	Project	Page.	
The	standardized	one-page	summaries	contained	
in	the	QPR	page	provide	data	beyond	that	which	
is	available	on	the	Project	Page,	including	graphs	
depicting	planned	expenditures	vs.	actual		
expenditures	over	time.		QPRs	also	provide	
standardized data on project costs and cash flow, 
which	enables	comparisons	across	projects	and	
programs.

The	timeline	for	conducting	quarterly	reviews	and	
preparing quarterly reports is shown in Figure 11.

TEIS:  Independent Access to  
WSDOT Performance Information
The	Transportation	Executive	Information	System	
(TEIS)	is	a	suite	of	programs	designed	to	facilitate	
legislative	planning	and	oversight.		It	provides	budget	
preparation	and	executive	summary	information	about	
a	variety	of	activities	to	the	LTC	and	transportation	
agency	managers.

The	overall	system	objectives	for	TEIS	are	as	follow:

 Serve as the central source for financial, 	
project,	and	performance	data	for	the	LTC	
and	transportation	agencies.

	 Ensure	legislative	access	to	information	needed	
for	budget	planning	and	oversight.

	 Provide	a	variety	of	what-if	analysis	tools	to	
	support	legislative	needs	for	development	and	
evaluation	of	various	budget	scenarios.

	 Serve	as	the	main	instrument	for	reporting	agency	
commitments	on	dollars	and	performance	and	
provide	consistent	data	for	the	legislature	and	
agency	managers	to	track	expenditures	and	
	monitor	performance.

	 Provide	reliable,	easy-to-use,	access	and	
	uninterrupted	service.

Data	in	TEIS	are	drawn	directly	from	WSDOT’s	
CPMS.		TEIS	displays	information	in	a	graphical,	
easy-to-use	format.		Financial	and	project	information	
is	available	as	well	as	the	Transportation Resource 
Manual.	TEIS	includes	the	following	six	applications:

Fund Balance and Fee Modeling:	What-if	
analysis	tools	for	both	revenues	and	expenditures	
to	help	ensure	accurate	legislative	budget	planning.	
This	application	is	primarily	used	by	the	LTC.	
It	provides	the	LTC	with	critical	information	
during	the	legislative	session.

Capital Projects and Facilities Reporting:	Lists	
of	projects	during	the	budget	cycle	to	provide	the	
Legislature,	agencies,	and	ultimately,	the	public,	
with	information	on	which	projects	are	included	in	a	
given	budget	scenario.		This	application	also	includes	
ongoing	project	monitoring.		This	application	is	used	
both	by	the	LTC	and	agency	managers.		The	planning	
information	is	of	critical	importance	to	the	LTC	
during	the	legislative	session.

Fiscal and Performance Monitoring:	Financial	
tracking	and	performance	measures	to	track	progress	
in	meeting	goals.		This	application	is	of	critical	impor-
tance	to	agency	managers.		It	is	used	by	the	LTC	to	
monitor	agency	budget	expenditures	and	performance	
against	plans.

Table	3	contains	summary	data	on	the	elements	of	
WSDOT’s	quarterly	reporting	process.
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Figure 11. Project Control and Reporting Process
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Table 3.  Summary of WSDOT’s Quarterly Reporting Package

Report Initiator Schedule

Gray Notebook  PC&R	uses	approved	PCFs,	notes	from		 PC&R	submits	these	to	the	WSDOT	 
“Beige Page”  Quarterly	Project	Review	Meetings,	and		 Executive	Review	Board	for	review/	 
Updates	 regional	submittals	to	develop	draft	inputs	 approval	by	the	22nd	of	October,		
	 for	the	Beige	Pages.	 January,	April,	and	July.	

	 Draft	inputs	are	also	provided	to	the		
 Strategic Assessment Office for 	
	 informational	purposes	only.

Gray Notebook  PC&R	uses	internal	reports,	databases	(e.g.,		 PC&R	submits	these	to	the	WSDOT	 
“White Page”  CPMS),	and	tracking	systems	to	analyze	and	 Executive	Review	Board	for	review/	 
Updates	 summarize	program	delivery	performance	for		 approval	by	the	22nd	of	October,		
	 inclusion	in	the	Gray Notebook.	 January,	April,	and	July

Summary of PC&R	reviews	Summary of Adjustments	 PC&R	generates	Summary	of	Program 
Adjustments to Project Delivery	to	ensure	that	Project	 Adjustments on the 15th of the month  
to Project 	 Control	Forms	(PCFs)	have	been	received	for		 following	the	end	of	each	quarter.	
Delivery	 all	projects	breaking	established	thresholds.	
(“Variance 	 	
Report”) A	copy	of	the	Summary of Adjustments to		
	 Project Delivery	is	provided	to	each	mode		
 (Highway, Ferries, Rail, Traffic Operations, 	
	 and	Facilities)	for	processing.

	 Regions	are	contacted	for	any	missing		
	 information.6

Project Status  PC&R produces file containing “Gantt”  Updates submitted to the Legislative 	
Report (“Gantt charts for all Nickel Projects each quarter. staff by the 15th of November,	
 Chart”)	 	 February,	May,	and	August.

Project Web  After the WSDOT Screening Board  Regions update by the 15th of the month	
Pages	 approves	the	“Beige	Page”	sections	and		 following	the	end	of	each	quarter.	
	 Summary of Adjustments to Project   
 Delivery,	regions	update	the	Project		 Posted	to	the	web	following	approval	of	the	
	 Pages	and	post	them	to	the	web.	 program	changes	by	the	Transportation		
	 	 Commission	and	the	Gray Notebook.

Quarterly  Regions	update	QPR’s	and	provide	to	the	 Regions update by the 15th of the month 
Project  PC&R by the 15th of the month following  following	the	end	of	each	quarter. 
Reports	 the	end	of	each	quarter	for	review.	
	 	 Posted	to	the	web	following	approval	of	the	
	 After	the	WSDOT	Screening	Board	approves		 program	changes	by	the	Transportation	
	 the	“Beige	Page”	sections	and	Summary	of		 Commission	and	the	Gray Notebook. 
 Program	Adjustments,	regions	update	the		
	 QPRs	and	post	them	to	the	web.

6Regions	will	provide	copies	of	PCF	used	to	approve	changes	within	region	approval	levels		
during	the	Quarterly	Regional	Project	Review	visits.	PC&R	will	use	these	PCF	copies	to	update		
the	Programmatic	Variance	Report	and	Beige	Pages	for	changes	approved	at	the	region	level).
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Section 6. WSDOT’s Information 
Technology Systems

The	various	information	systems	that	are	used	to	
manage	WSDOT’	project	control	and	reporting	
process	and	the	programs	they	support	are		
summarized	in	Table	4,	described	in	the	text	that	
follows, and depicted in Figure 12.

Information Systems Used 
Across WSDOT
Capital Program Management System
WSDOT’s	Capital	Program	Management	System	
(CPMS)	is	a	mainframe	application	used	to	track	
the	schedule	and	cost	of	projects	in	WSDOT’s	
Improvement	and	Preservation	programs.		CPMS	
was developed by WSDOT in the 1980s in recog-
nition	that	the	Department	needed	a	better	tool	for	
managing,	developing,	and	delivering	its	construction	
programs.		The	multiple	mainframe	systems	used	
to	support	program	management	efforts	until	then	
did	not	interact	effectively	with	one	another,	nor	
did	they	provide	an	adequate	means	for	planning	
and	monitoring	construction	projects,	for	managing	
overall	program	accomplishments,	or	for	responding	
to changes in state or federal allocations.  The first 
pieces of CPMS came online in 1987 and the full 
system was implemented in 1988.  During the 1990s, 
the	system	has	continued	to	be	enhanced	to	meet	
changing	needs.

While	CPMS	was	not	designed	to	manage	individual	
project	details,	it	does	provide	a	tool	for	planning	
and	monitoring	the	overall	construction	program,	
measuring	progress,	and	delivering	the	program.	
CPMS	provides	the	following	functionality:

	 Schedule.	High-level	project	milestones	are	
established	and	maintained.

	 Costs.	Costs	are	stored	by	phase,	dollars	are	aged	
over	the	life	of	the	project	phase,	and	staff	set	up	
and	authorize	work	orders.

Shown	in	Table	4	is	the	complex	web	of	databases,	
programs,	and	information	systems	that	are	used	at	
WSDOT	in	the	project	control	and	reporting	process.	
The	functions	served	by	these	systems	are	categorized	
as	follows:

	 Project	Development,

	 Project	Funds	Management,

	 Project	Change	Management,	and

	 Project	Reporting.

As	indicated	by	the	numerous	entries	in	the	table,	
there	are	many	systems	that	support	capital	program	
management	in	WSDOT.		Although	each	system	
in	and	of	itself	may	be	reasonably	meeting	its	
focused	objective,	the	challenge	of	developing	a	
more	integrated	and	comprehensive	project	control	
and	reporting	system	is	complicated	by	a	number	
of	factors.

These	systems	have	been	developed	independently	
over	decades	with	no	clear	overall	integration	
strategy.		The	reporting	of	meaningful	information	
is	complicated	because	systems	operate	in	multiple	
technical	environments	using	multiple	technologies	
(mainframe,	client	server,	etc.),	which	leads	to	
data	inaccessibility	and	inconsistency.		Meanwhile,	
management	information	must	be	accurate,	consistent,	
and timely to ensure confidence in WSDOT’s ability 
to	deliver	the	construction	program.

A	request	to	develop	a	strategy	and	study	these	
systems	in	order	to	migrate	and	modernize	these	
systems	was	funded	by	the	legislature	in	the	03-05	
biennium,	but	was	withdrawn	in	the	’04	supplemental	
session.		The	Department	is	resubmitting	the	study	
for	funding	in	the	05-07	biennium.		It	is	considered	
essential	to	develop	a	comprehensive	“systems	
roadmap” in order to optimize the benefit provided 
by	this	technology.
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Figure 12. WSDOT Project Reporting, Program Management,  
Financial and Budgeting Systems
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	 Workforce.	Workforce	estimates	can	be	
	developed	and	used	at	the	program	level	to	
	predict	needs	for	the	coming	biennium.

	 Change history.	CPMS	is	used	to	record	and	
monitor	changes	in	scope,	schedule,	and	cost	
for	approved	projects.

	 Program approval.	CPMS	is	used	to	request	
project	phase	approval	and	to	record	the	type	
of	program	approval	granted	and	key	project	
data	at	the	time	of	approval.

The	system	provides	data	to	program	managers,	
program	management	staff,	region	administrators,	
project	engineers,	and	transportation	commissioners.

Transportation Accounting and 
Reporting System (TRAINS)
TRAINS	accounts	for	all	WSDOT	revenues,	
	expenditures,	receipts,	disbursements,	resources,	and	
obligations.		It	is	a	highly	customized	version	of	an	
American	Management	Systems	(AMS)	software	
package.		The	system	includes	WSDOT’s	in-house	
budget	tracking	system,	TRACS.

TRAINS	is	WSDOT’s	core	project	accounting	
system	for	storing	and	managing	expenditures.		It	was	
installed in 1991.  A ledger-based accounting system, 
TRAINS	is	used	by	region	Program	Management	to	
check	work	order	steps,	overruns	and	under-runs,	to	
obtain	organization	code	and	control	section	data,	
and	check	federal	aid	agreement	numbers	and	details.	
Program	Management	also	use	it	to	track	agreement	
costs,	status,	and	vendor	and	manager	information.	
Work	orders	are	set	up	and	adjusted	in	TRAINS,	and	
it	is	used	to	evaluate	work	order	authorizations,	to	
check	work	order	set	ups,	and	fund	source	authori-
zation.	TRAINS	data	are	fed	to	CPMS	every	night.

A	Work	Order	Accounting	Plan	(a	hard	copy	report)	
is used by regions to verify final work order closures 
and	to	make	sure	that	TRAINS	and	CPMS	are	in	
agreement.		CPMS	processes	the	Nightly	News	
report	every	night	to	monitor	and	track	project	level	
changes.

Contract Administration and Payment 
System (CAPS)
The	CAPS	system	maintains	administrative	and	
payment	information	about	highway	and	ferry	
construction	contracts.		The	work	order	manager	uses	
CAPS	to	initiate	payments	to	be	generated	to	prime	
contractors	and	escrow	agents.		The	system	creates	
payment	vouchers	to	pay	contractors	by	feeding	data	
to TRAINS.  Following are specific CAPS functions:

	 Track	construction	costs	by	bid	item,

	 Calculate	sales	tax	owed	at	appropriate	rate	for	
project	location,

	 Provide	ability	to	monitor	for	required	insurance	
and	retainage,

	 Create	payment	vouchers.

Transportation Executive Information 
System (TEIS)
TEIS	is	used	for	legislative	budget	planning	and	
oversight.		It	supports	budget	preparation	and	
provides	summary	information	about	transportation	
activities	to	the	transportation	committee	staff	from	
both	house	and	senate.		System	functions	include	the	
following:

	 Fund	balancing	and	fee	modeling;

	 Analysis	tools	for	both	revenues	and	expenditures;

	 Display	of	capital	project	lists	for	multiple	
	funding	scenarios	for	all	transportation	modes;

	 Ongoing	project,	expenditure,	and	performance	
monitoring.

The	Variance	Report,	used	by	all	modes	for	project	
change	management,	is	derived	from	TEIS.	This	
report	compares	original	budgets	by	project	with	
current	estimates.

Priority Array Tracking System (PATS)
PATS	collects,	maintains,	and	tracks	WSDOT’s	
capital highway program deficiencies to support 
development	of	the	capital	highway	construction	
program.		The	system	is	used	by	regional	and	
Headquarters	program	management	staff	to	identify	
the state’s highest priority deficiencies in order to 
scope	projects	that	will	address	them.
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Project Summary
The	Project	Summary	system	contains	project		
information	collected	during	the	initial	part	of	the	
project	scoping	process.		It	documents	WSDOT’s	
commitment	for	scope,	schedule,	and	budget	of	
work	and	communicates	design,	programming,	and	
environmental	decisions.		System	functions	include	
the	following:

 Documenting results of the project definition 
phase;

	 Documenting	the	project’s	link	to	the	highway	
safety	plan;

	 Maintaining	environmental	review	comments;	
and

 Recording decisions made to date and the final 
design	decision	summary.

Estimate and Bid Analysis System
EBASE	is	used	to	develop	estimates	and	reports	for	
transportation	construction	projects,	to	provide	easy	
entry	of	contractor	bid	data,	and	to	award	apparent	
successful	bidders	on	those	estimates.		It	also		
automatically	uploads	estimate	and	bid	information	to	
the	CAPS	system.		The	system	provides	WSDOT	with	
accurate	engineer’s	estimates	and	contract	bid	history	
information.

Electronic Work Order Authorization 
(WOA)
Although	the	WOA	review	process	is	complex,	
and the specific approval flow varies by region and 
by	mode,	WSDOT	has	implemented	a	web-based	
system	called	ACORDE	that	automates	the	WOA	
process,	from	initial	input,	through	tracking,	review,	
and	approval.

Those	initiating	a	work	order	authorization	request	
do	so	online,	using	a	preset	template	that	prompts	
them	to	enter	the	required	data,	depending	upon	the	
phase	and	reason	for	the	request.		The	system	then	
determines	to	whom,	and	in	what	order	the	request	
needs to flow for review and approval.  Those to 
whom	the	work	order	authorization	request	is	sent	
are notified automatically that a request awaits their 
action	in	a	queue.		Once	the	receipt	has	been	acted	on,	
they	indicate	their	sign	off	and	the	ACORDE	system	
automatically	routes	it	along	to	the	next	person	in	
the	review	chain.		Throughout	the	process,	the	status	
of	any	given	work	order	authorization	request	can	
be	tracked.

Among the benefits of automation of the work order 
authorization	are	the	following:

	 It	allows	concurrent	processing	of	the	same	
	document,	thus	streamlining	the	approval	process;

	 It	minimizes	process	error	in	that	the	document	
is	always	routed	to	the	correct	party	in	the	cor-
rect	sequence;	moreover,	electronic	transmission	
eliminates	the	possibility	that	paper	is	lost;

	 The	forms	and	process,	as	well	as	instructions,	
are	always	accessible	online;

	 Data	about	work	order	authorization	is	gathered	
automatically,	which	facilitates	analysis;

	 In	allowing	the	status	of	a	given	document	to	be	
reviewed	at	any	time,	bottlenecks	and	delays	can	
be identified and resolved;

	 It	provides	reviewers	with	a	standard	means	of	
organizing	their	work	order-related	tasks;

	 Any	improvements	to	the	process	can	be	effected	
far	more	easily;	rather	than	teaching	people	new	
routing flows, they can be programmed into 
the	system.

In	short,	ACORDE	allows	WSDOT	to	accommodate	
process	differences	between	modes	and	regions	while	
ensuring	uniform	data	input	and	process	outcomes.

Local Agency Project Tracking System 
(STAR)
STAR	is	a	federal	aid	project	tracking	system	used	by	
Highways	and	Local	Programs.		The	system	is	used	to	
track	federal	funds	and	operational	project	compliance	
for	federally	funded	projects	managed	by	local	
agencies.		This	system	is	now	six	years	old,	and	needs	
redevelopment	to	keep	up	with	changes	in	the	federal	
aid	legislation,	as	well	as	increased	management	
reporting	and	tracking	requirements.

Budget and Allotment Support 
System—Capital Budget System 
(BASS-CBS)
BASS-CBS	brings	all	components	of	Washington	
State’s	budget	and	allotment	systems	under	one		
web-based umbrella at the Office of Financial 
Management	(OFM).		The	Capital	Budget	System	
portion	of	BASS	allows	development	and	submittal	of	
agencies’	capital	budget	request	online.
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Information Systems Specific 
to the Rail Capital Program
The	rail	program	is	distinct	from	other	WSDOT	
programs because the 18th Amendment to the State 
Constitution	precludes	the	use	of	gas	tax	dollars	from	
the	Motor	Vehicle	Fund	for	non-highway	or		
ferries-related	purposes,	including	rail.		As	the	
program	is	smaller	than	the	highway	program,	more	
centralized,	and	deals	primarily	with	outside	entities	
(publicly	or	privately	owned	railroads	and	port	
districts,	primarily),	fewer	IT	tools	are	needed	to	
monitor,	report,	and	deliver	rail	projects.

Rail	uses	a	database	called	the	Rail	Capital	Program/
Project	Tracking	for	Project	Funds	Management	and	
Project Reporting.  This database houses the financial 
budget	and	scheduled	milestones	for	each	project	
and	phase.		The	user	can	track	spending	through	the	
importation	of	TRAINS	data	accessed	through	FIRS,	
drawing	the	data	by	Work	Order	Number	and	Group	
Number,	collectively	called	the	Job	Number.		This	
allows	the	user	to	monitor	spending	at	any	level	from	
the	overall	program	down	to	the	Job	or	Task	level.

Information Systems Specific 
to Capital Facilities
Facilities Program Delivery Plan
Once	the	biennial	appropriations	are	made	by	the	
Legislature,	the	CIPP	and	TEIS	tables	are	revised	
to	match.		A	biennial	Program	Delivery	Plan	(Gantt	
charts	with	funds	aged	by	month	and	workforce	
projects)	is	developed	and	reviewed	monthly	by	
Facilities	program	management.

Facilities Project Prospectus
Like	the	highway	construction	program’s	Project	
Summary	System,	the	Facilities	Project	Prospectus	
System defines the scope, schedule, and budget for 
each	facilities	project.

Facilities Condition Assessment
This	system	provides	an	annual	systematic	assessment	
of	building	and	site	components,	resulting	in	
numerical	condition	ratings,	and	ranking	of	facilities	
renovation	and	replacement	projects.

Facilities Work Order Authorization 
System
This system allows the Facilities Office to authorize 
new	work	orders	for	facilities	projects	and	to	assign	
work	order	numbers	prior	to	submitting	them	to	be	
entered	into	WSDOT’s	accounting	system	(TRAINS).

Facilities Program Expenditure 
Reports
These	reports	detail	Facilities	project	expenditures	by	
work	order	with	program	level	summaries.		Data	are	
extracted	monthly	from	TRAINS.

Facilities Project Status Reports
These reports provide financial status by project, 
showing	expenditures	to	date,	current	expenditure	
authorizations	and	the	appropriation	balance	by	
project	for	facilities	projects.

Quarterly Program Delivery Report
This	report	displays	project-	and	program-level	
planned	vs.	actual	expenditures	for	WSDOT’s	
Facilities	Program.		Data	from	the	Facilities	Condition	
Assessment	are	extracted	quarterly	from	TRAINS.	
The deficiency backlog is extracted annually form the 
Facilities	Condition	Assessment	Database.

Information Systems Specific 
to Washington State Ferries
WSF	uses	a	number	of	tools	to	develop,	budget,	
program,	manage	funds,	manage	change,	and	report	
on	the	WSF	Construction	Program.		Key	activities	
supported	information	systems	include	program	and	
project development (needs identification, project 
definition and selection, and project budgeting and 
programming),	funds	management,	project	change	
management,	and	project	reporting.
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Washington State Ferries’ Life Cycle 
Cost Model
The	Life	Cycle	Cost	Model	is	WSF’s	core	system	
for	program	and	project	development,	management	
and	reporting.		The	Ferry	System	delivers	its	services	
through	an	infrastructure	of	terminals	and	vessels.	
Theses	facilities	are	composed	of	various	systems.	
WSF	has	built	its	capital	investment	process	around	
an	approach	that	focuses	on	replacing	or		
refurbishing	terminal	and	vessel	systems	that	reach	
the	end	of	their	life	cycle.		WSF	uses	the	Life	Cycle	
Cost	Model	to	identify	capital	needs;	categorize	needs	
and	projects	according	to	policy	areas	established	by	
the Legislature, the Office of Financial Management, 
the	Transportation	Commission	and	regulatory	
agencies; define projects (solutions to needs) in terms 
of	scope,	cost,	and	schedule;	develop	project	lists;	
forecast	performance	results	(satisfaction	of	needs)	
expected	from	investments;	establish	biennial	control	
numbers	for	monthly	project	expenditure	demand	
forecasts;	and	record	approved	changes	to	the	project	
list.

Washington State Ferries’ Capital 
Program Expenditure Demand 
(CPED) System
The	Life	Cycle	Cost	Model	records	the	allocation	
of	legislative	appropriations	(biennial	spending	
authority)	to	projects	in	the	WSF	Construction	
Program.		The	Capital	Program	Expenditure	Demand	
(CPED)	System	establishes	the	monthly	expenditure	
requirements	of	each	project.		The	CPED	System	
aggregates	expenditure	demand	of	all	projects	to	
program-level	allotments	(monthly	spending	plan	
approved by the Office of Financial Management). 
The	CPED	System	merges	planned	program/project	
expenditures	with	accounting	information	on	actual	
program/project	expenditures.		The	resulting	CPED	
Report	is	the	primary	tool	used	by	WSF	to	conduct	
variance	analysis	of	program/project	delivery.		The	
report addresses both fiscal, FTE, and performance 
variances	from	plan.

Washington State Ferries’ Capital 
“Checkbook”
WSF	uses	the	“Checkbook”	to	control	work	order	
authorization	of	funds	to	project	managers.			
The	“Checkbook”	looks	to	the	Life	Cycle	Cost	Model	
for	total	biennial	spending	authority	allocated	to	
projects.		Project	managers	submit	work	order		
authorization	requests	to	obtain	approval	to	spend	
funds	on	their	projects.		The	system	ensures	that	
WSF’s Chief Executive Officer does not authorize 
funds	to	project	managers	that	exceed	the	project’s	
programmed	funding.		It	is	also	used	to	monitor	
whether	project	managers	are	overspending		
authorized	funds.
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Managing Project Funds Through 
the Work Order Authorization 
(WOA) Process
Overview
Expenditures can begin on individual projects within 
the highway construction program once a work order 
has been established and project funds are authorized. 
The authorization of funding is documented through 
the Work Order Authorization (WOA) process.   
A separate work order is required for each project 
phase: preconstruction engineering (PE), right of 
way (RW), and construction (CN). (Work may also 
be authorized for separate stages within a phase.) 
A standard WOA form is used to submit the initial 
request for authorization, to make modifications, and 
to close the work order.  This form is an important 
tool for managing project funds.  Special care needs 
to be taken to make sure the form is submitted in a 
timely manner, is completed accurately, and provides 
clear information (see WOA Instructions section).   
If a project is proposed for federal funding, a Federal 
Aid Project Agreement (FAPA) is required in addition 
to a WOA.  The FAPA documents the Federal 
Highway Administration (FHWA) commitment to 
participate in the project costs.  The Regions provide 
the information for submitting the agreement and 
Headquarters (HQ) prepares and submits the final 
form to FHWA for approval.  Usually, Regions submit 
the WOA for funding authorization at the same time 
they submit information for the FAPA.  The FAPA 
must be approved before work starts on a project 
phase that will use federal funds.  The one exception 
is that a PE phase may be 100% state funded and 
underway before the FAPA is approved.  Upon 
approval of the FAPA, federal funds may then be used 
for PE phase expenditures from the date of FAPA 
approval forward.  Once project funds are  
authorized and the new work order is established, 
work begins and charges come in against the work 
order.  As expenditures are incurred, they are posted 
in the Transportation Reporting and Accounting 
Information System (TRAINS) against an  
appropriation code.  A nightly process translates the 

expenditures by appropriation code into expenditures 
by finance code in the Capital Program Management 
System (CPMS).  The finance code is used in CPMS 
to track work order expenditures by fund source, to 
determine remaining authorization, to establish the 
monthly aging plan for the remaining authorization, 
and to redistribute planned expenditures over the 
remaining months of the project during the monthly 
aging process. 

Regions track project expenditures, adjust monthly 
aging plans, and submit work order modifications as 
necessary.  This monitoring of project expenditures is 
very important; it is much like balancing a checkbook. 
By law, the Department cannot spend more than its 
biennial appropriation for each Program.  HQ Project 
Control & Reporting Office (PC&R) continually 
monitors and summarizes project level expenditures 
to make sure expenditures at the subprogram level 
remain balanced. 

Preparing and Modifying Work Orders 
The WOA form is used to submit new work orders, 
modify existing work orders, and close work orders. 
See:  
http://wwwi.wsdot.wa.gov/ppsc/pgmmgt/WOAHelp/ 
for a sample of the form and instructions on 
completing it.  Submitting an incomplete or inaccurate 
WOA form can delay a project phase start, funds 
authorization, or closing of a project phase.  Such 
delays can ultimately affect a Region’s ability to 
deliver its portion of the highway construction 
program. 

Background Information 
The WOA process allows expenditures for  
preconstruction engineering, right of way acquisition, 
and construction of all projects within the highway 
construction program. 

A WOA is used for: 
Setting up initial project phase funding 
Increasing or decreasing project phase funding 

Appendix B 
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Setting up funding for payable or reimbursable 
agreements on project phases 
Transferring funds within a work order 
Correcting inconsistencies between data systems 
(e.g., synchronizing work order setups) 
Adding funds from other program to highway 
construction projects (e.g., adding maintenance 
funds from Program M) 
Exchanging funds (e.g., a project receives local or 
developer funds after the phase starts; the funds 
from this new source can be added and funds 
from another source can be reduced accordingly) 

The process of setting up a work order involves 
several computer systems.  They include: the 
Capital Program Management System (CPMS), the 
Transportation Reporting and Accounting Information 
System (TRAINS), and the Contract Administration 
and Payment System (CAPS).  TRAINS is the core 
system used for storing and managing expenditures 
and maintains the legal record of work order 
 transactions. CPMS and CAPS are also used to 
manage and track work order data. CAPS data is 
fed to TRAINS for payments made to contractors. 
TRAINS expenditure data is sent to CPMS every 
night. 

When to Submit a Work Order 
To set up initial funding for a project phase, be sure to 
submit the form early enough to allow adequate time 
for processing before the phase start date 

For PE and RW phases that require HQ 
approval (see WOA Approval Table): 

At least two weeks in advance for 100% state 
funded projects 
At least four weeks in advance for projects with 
other fund sources 

For CN phase, at least four weeks in 
advance, regardless of fund source. 
To increase or decrease an existing work order. 
Be sure to submit the form prior to expending 
unauthorized funds.  To set up funding for payable or 
reimbursable agreements on project phases, be sure 
the agreements have already been approved and set 
up in TRAINS.  To transfer funds within a work order 
from one “group category” or finance code to another. 
(See the Chart of Accounts for an explanation of 
group categories.)  To correct discrepancies between 

data systems, use the form to indicate what data needs 
correcting in CPMS or in TRAINS. 

When NOT to Submit a Work Order 
More than 60 days in advance of the planned 
phase start date.  Submitting a work order too 
far in advance could delay other more timely 
requests, or could fail to include last-minute  
estimate revisions. 
To adjust to actual expenditures if agreements are 
still active and final payments or billings are not 
complete or if the work order groups are still open 
in TRAINS.  If additional expenditures occur 
before the work order groups are closed, the work 
order will overrun. 
If final expenditures are within $10,000 of the 
authorized amount.  A large number of projects 
have excess funds or are slightly overrun when 
the work is complete.  In most cases, expenditures 
within $10,000 can be administratively reduced or 
increased without formal authorization.  This is a 
grace amount in order to substantially reduce the 
number of work orders processed. 

Setting up a New Work Order 
Project funding begins with the set up of the initial 
WOA.  Each project phase has slightly different 
elements to consider before submitting the first WOA. 

Preconstruction Engineering (PE) 
Work Orders 
This is the first work order for most projects.  This 
work order is used for all activities prior to contract 
award with the exception of right of way acquisition. 
In some cases, this may be the only work order set up 
for a project, such as in the case of planning studies or 
contributions to other agencies.  The following items 
need to be addressed before submitting the initial PE 
phase WOA. 

The project is programmed and in CPMS. 
The HQ Strategic Planning and Programming 
Office has approved the Project Summary 
(unless justified otherwise).  If the PCF  
submitting office believes a PE Work Order 
is necessary before the Project Summary is 
approved, the HQ Program Managers have the 
authority to approve whatever percentage is  
determined appropriate on case-by-case basis 
after coordinating with SAPD.
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The project PE phase is in the Statewide 
Transportation Improvement. Program (STIP) for 
federally funded or regionally significant projects 
only. 
The total project cost estimate is still within the 
budget amount. 
All agreements needed to start the project design 
have been approved. 
The Project Design Office is ready to begin 
design work on the project.  If these issues are 
all addressed, a PE WOA should process through 
the system smoothly.  If not, the WOA will most 
likely be rejected back to the initiator until all  
outstanding issues have been resolved. 

Right of Way (RW) Work Orders 
This is usually the second work order set up on a 
project if there are RW activities involved.  This can 
also be the only phase on a project as in the case of 
contributions to other agencies.  The following items 
should be addressed before submitting the initial RW 
phase WOA. 

The project is programmed and in CPMS. 
HQ Strategic Planning and Programming has 
approved the Project Summary (unless justified 
otherwise). 
The project RW phase is in the STIP (for federally 
funded or regionally significant projects only). 
The RW plans have been approved. 
The design and environmental documentation 
have been approved (i.e., design file and NEPA 
approval) (for federally funded projects only). 
All known agreements have been approved for 
oncall appraisal and negotiation services and/or 
reimbursable agreements from local agencies or 
developers in order to start the RW acquisition 
process. 
The total project cost estimate is still within the 
budget amount. 
A Project Funding Estimate (PFE) has been  
submitted to HQ Real Estate Services 
The Region Real Estate Services Office is ready 
to begin appraisal and negotiation services on the 
project. 

Sometimes it is necessary to begin RW appraisal work 
prior to the RW plan, design, or NEPA approvals in 
order to keep a project on schedule.  In this case only, 
an initial RW work order for up to 10% of the total 
RW amount (up to a maximum of $20,000) may be 

authorized.  If these issues are all addressed, a RW 
WOA should process through the system smoothly. 
If not, the WOA will most likely be rejected back to 
the initiator until all outstanding issues have been 
resolved. 

Construction (CN) Work Orders 
This is often the final and most important work order 
for the project.  This may be the only phase of a 
project, such as small maintenance projects or  
contributions to other agencies.  The following items 
should be addressed before submitting the initial CN 
phase WOA. 

The project is programmed and in CPMS. 
HQ Strategic Planning and Programming has 
approved the Project Summary (unless justified 
otherwise). 
The project CN phase is in the STIP (for federally 
funded or regionally significant projects only). 
The RW is secured and certified by HQ Real 
Estate. 
The design and environmental documentation is 
approved. 
All agreements as shown in E-Base needed to 
start the CN process have been approved  
(these include, but are not limited to, service 
agreements, Washington State Patrol agreements, 
and local agency contribution agreements). 
The total project cost estimate is still within the 
budget amount. 
The project is ready and scheduled for  
advertisement. 
State Force work is approved.  If these issues 
are all addressed, a CN work order authorization 
should process through the system smoothly.  If 
not, the WOA will most likely be rejected back to 
the initiator until all outstanding issues have been 
resolved. 

Biennial Work Orders 
A biennial work order is funded for only one 
biennium at a time.  Biennial work orders are 
typically administrative in nature.  The work order 
number may be reused each biennium, but in CPMS 
the WOA must be balanced to expenditure levels at 
the end of each biennium, and reauthorized at the new 
biennial budget amount.  In TRAINS, biennial work 
orders are re-set to zero at the end of each biennium. 
A WOA must be processed to establish new funding 
level for the new biennium, if the work order number 
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will be reused.  CPMS does not re-set to zero for 
biennial work orders; expenditure and authorization 
history is preserved in CPMS.  In these cases, where 
a biennial work order spans more than one biennium, 
TRAINS and CPMS authorization/expenditure 
amounts will not match. 

Modifying an Existing Work Order 
All projects are unique and dynamic.  As a result, 
it is often necessary to adjust work orders that have 
already been set up in TRAINS and CPMS.  Changes 
can occur to the project phase due to a variety of 
factors.  Some of the more common reasons a work 
order may need to be modified are: 

Insufficient design data at the time of project 
scoping 
New or revised policies or regulations by other 
agencies 
Changes in state or federal laws 
Changes in design standards 
Community or local agency input to the project 
design 
Contractor claims resulting from unanticipated 
obstacles or project delays 
Changes in project scope 
Changes in project costs or financial needs 
Transfers for unanticipated agreements 
Addition of new fund sources not available at 
project phase start.  When a change occurs to a 
project phase, the same issues in the Setting up a 
New Work Order Section must be addressed.  In 
addition, several other items should be checked: 
Proposed changes to the scope have been 
approved through the Highway Construction 
Program change management process found at: 
(http://wwwi.wsdot.wa.gov/ProjectReporting/
PCR_Proj_Mgmt.htm). 
Any changes to the right of way plan for  
acquiring additional right of way have been 
approved. 
Total project cost increases that exceed the 
Region approval threshold amount have been 
approved through the change management  
process. 

For modifying a work order, it is most important 
to provide clear and concise documentation of the 
change.  Explain whether the original scope, intent, 
or schedule will change and provide justification 

for changes in project costs or financial needs. 
Where change orders are involved, include number, 
description/justification, subprogram and cost 
estimates for each change. 

Processing a Work Order 
Authorization
WOA submitters need to clearly outline in the 
WOA “Notes to Accounting” Tab any special 
processing being requested of HQ Accounting.

HQ Accounting receives e-mail notification that 
a WOA is in the Acorde TRAINS queue ready 
for processing.  The TRAINS queue is accessed 
by the Project Support Services (PSS) Supervisor 
Manager (or Billings/Receivables Manager if the PSS 
Supervisor is not available) in HQ Accounting.  The 
PSS Supervisor prints WOAs and any attachments 
needed by HQ Accounting to process the WOA.

WOAs are then distributed to the responsible PSS 
support person (or backup person in the event PSS 
support person is no in the office) for processing into 
TRAINS.  Current PSS responsible areas are available 
on the following link: 
http://wwwi.wsdot.wa.gov/fasc/accounting/new-
pssl.htm.  PSS staff verify the following additional 
requirements for processing the WOA:

New contracts require the awarded EBASE  
(this is used to determine how many contractor 
payment groups are needed, what funding is on 
each group, control section for group, etc.  These 
amounts are also used to calculate the engineering 
split percentages used for group 60)
New contract payment groups on contracts 
require a change order.
Payable and reimbursable agreements must be set 
up in TRAINS before a group can be set up for 
the agreement.
Federal projects must be approved by FHWA and 
set up before a group can be set up with federal 
funds.
RW work orders for parcel acquisition-funds are 
set up in TRAINS but acquisition group is not set 
up until parcel approval e-mail is received from 
HQ Real Estate Services.
Tapered match or specific spending plans need 
to be clearly outlines so that the proper funds 
are spend in the proper order (please note:  this 
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requires manual monitoring and PSS staff keep 
tickers on these projects to assist region staff in 
switching funds timely to avoid o-lines whenever 
possible.)

The TRAINS system produces a Work Order 
Accounting Plan during the nightly processing cycle.  
The PSS Supervisor or manager will log the WOA 
as Approved by TRAINS in Acorde (generally the 
morning after it has been processed in TRAINS- 
sometimes during the day depending on the volume, 
such as during biennium conversion.)

The PSS fiscal technician attaches the hardcopy WOA 
to the Work Order Accounting Plan during daily 
batching process and files in Accounting Vault as part 
of original agency file to be archived according to the 
agency retention schedule.

Note:  If there is a problem with how a WOA was 
processed in TRAINS, please contact the assigned 
PSS team member, not the person who logged the 
WOA as approved in Acorde.  If you do not know 
who the assigned team member is, you can check 
the website shown above or look in TRAINS on the 
WCHG screen for the work order and change number 
to see who processed the WOA.

Closing a Work Order 
When work on a project phase has been completed, 
the final step is to close the work order.  The 
responsibility for closing a work order lies with the 
Region Project Manager/Engineer and HQ PC&R. 
The closure process involves all those offices that 
participated in the particular project and phase.  It is 
important to maintain good communication between 
all parties throughout the closure process.  Before 
closing a work order, the Region should verify the 
following: 

For the PE phase: 
The PE work is complete. 

If there is a CN phase involved, the contract is 
executed and all advertisement expenditures are 
complete. 
All final payments or reimbursements are  
complete for the associated design agreements 
(e.g., consultant or local agency agreements). 
All TRAINS groups are closed. 

For the RW phase: 
All RW activities are complete. 
The RW is certified through HQ. 
All final payments or reimbursements are  
complete for the associated right of way  
agreements (e.g., consultant or local agency 
agreements). 
All TRAINS groups are closed. 

For the CN phase: 
All CN activities are complete. 
All final payments or reimbursements are  
complete for all associated construction  
agreements (e.g., State Patrol, consultant, utility, 
or railroad agreements). 
All claims are finalized. 
All TRAINS groups are closed. 
L&I, and Employment Security clearances,  
retainers are released. 

Once these items have been addressed, the Region 
can close the work order.  Each Region may have a 
different procedure for accomplishing this. 

To initiate the work order closure process, the Region 
Program Management/Project Control sends a request 
to the Region Financial Services Office to close the 
work order.  Region Program Management may want 
to send a 30-day notification to project managers that 
the work order is being closed.  Sometimes project 
managers may initiate a request to Region Program 
Management to close the work order.  For work orders 
in HQ, the division of financial support office will 
complete the work closure request form.

For I and P program work orders, if the work order 
is overrun by $10,000 or more, a WOA is required to 
increase the authorization on the work order to match 
actuals.  Region Financial Services Office or HQ 
division financial support office will then complete 
the work order closure form (see Fig. B-1 DOT  
Form 120-025 EF), a FileMaker Pro form available 
on electronic forms.  The following items are included 
on the form and are the responsibility of the Region 
Financial Services Office or the HQ division financial 
support office.

Verification that all necessary accounting  
adjustments have been made to the work order.
For contracts- reviewing retainage release,  
contractor payment balances, and amortization.
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For payable agreements- verification of  
expenditures to GC02 balance, and identifying 
whether agreements can be closed or need to 
remain open.
Comments- any additional information that may 
be useful to HQ Accounting to close the work 
order (i.e. WOA in process to increase for  
overrun > $10,000.)

After the work order closure request form is received, 
HQ Accounting will take the following actions:

Close payable agreements requested for closure 
and send notice to the Internal Audit Office  
agreements requiring audit.
If closure was requested, schedule reimbursable 
agreements for final billing.
Close open groups in TRAINS
Balance any remaining authorization in TRAINS 
(unless WOA is required.)
Return copy of completed form to initiating 
office.

Closing the work order in TRAINS generates reports 
that are used to complete the closure process.  One of 
these reports, called the Work Order Accounting Plan, 
is used by Regions to verify final closure and make 
sure that TRAINS and CPMS are in agreement.  The 
CPMS Liaison Engineer in the Systems Analysis and 
Program Development Office monitors work order 
closures in TRAINS and ensures the timely closure of 
work orders in CPMS. 

It is important to remember that most biennial work 
orders must be re-authorized or closed each biennium. 
The Region Program Management office may have 
to remind project managers to initiate this process; 
in some cases the HQ PC&R may be the project 
manager. 

CN work orders should not be kept open to complete 
longterm activities such as plant establishment or 
environmental monitoring.  The work order should be 
closed after the contractor has met the contract  
one-year warranty period for these activities.  
Ongoing work items should be set up on a new work 
order. 

Sources for Work Order Data 
When setting up, modifying, or closing a work order, 
it is often necessary to input data or review data in 
several computer systems and databases.  The primary 
systems used when working with a work order are 
listed below.  

WOA (Acorde-based Work Order Authorization 
System) 
CAPS (Contract Administration and Payment 
System) 
CPMS (Capital Program Management System) 
EBASE (Estimate and Bid Analysis System) 
FIRS (Financial Information Retrieval System) 
Project Summary Database 
TRAINS (Transportation Reporting and 
Accounting Information System) 
TRIPS (Transportation Information and Planning 
Support) 

Reviewing and Authorizing Work 
Orders 
The WOA form should be reviewed for accuracy and 
completeness before it is submitted for processing. 
An incomplete WOA form will only delay the process 
and/or result in an improper setup in TRAINS.  A 
small mistake in work order setup can cause larger 
problems later on, requiring extensive and  
time-consuming effort by both Region and HQ staff. 

What Elements HQ Reviews 
Each WOA that requires HQ processing, (through 
HQ PC&R, HQ Division Services, HQ Traffic, HQ 
Budget Services Office, or HQ Project Support 
Services), must go through a formal review process. 
There is a slightly different review process for 
different WOA types.  When the work order is 
submitted to HQ, the WOA system determines what 
approval process should be followed by evaluating 
information on the WOA form.  The evaluation 
elements are: 

Work order phase (PE, RW, or CN) 
Fund source (state, federal, TIB or local) 
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Type of work order (new setup, increase, 
decrease) 
Subprograms (I1, I2, I3, I4, P1, P2, P3, Q2, Q3, 
etc.)  After this initial evaluation, the WOA is 
routed to the appropriate HQ PC&R staff for 
review.  During this review, these elements are 
considered: 
For federally funded projects, whether or not the 
project phase has previously been approved by 
FHWA on an SPES or STP Project 
Whether the project summary is approved 
Whether the documentation is complete 
Whether CPMS thresholds have been broken. 
Adjustments that break certain thresholds require 
different approval levels and may require the  
submittal of a new Project Control Form (PCF). 
PCF approval status (if applicable).  
(See http://wwwi.wsdot.wa.gov/ProjectReporting/
PCR_Proj_Mgmt.htm). 
Whether documentation adequately justifies any 
change in project cost or scope.  This information 
is needed to document causes of changes to the 
approved budget estimate. 
For RW WOAs, whether parcels are included in 
approved right of way plans.  HQ Real Estate 
Services Office requires that parcels are in an 
approved plan prior to acquisition. 
Whether project scope is consistent with the 
approved Project Summary. 
Whether Construction Engineering (CE) on 
construction work orders is consistent with 
Department guidelines for projects of this 
type and size.  If the CE is not consistent with 
Department guidelines, justification must be  
provided in the WOA. 
Whether state force work for the CN phase  
conforms to RCW 47.028.030 (See  
http://www.leg.wa.gov/RCW/index.cfm?section=
47.28.030&fuseaction=section).  This RCW  
limits construction work performed by state 
forces to $50,000.00 (effective July 1, 2005, 
$60,000).  The Assistant Director of PC&R  
cannot authorize expenditures that violate state 
law. 
Whether CPMS has been updated.  CPMS data 
must accurately represent the individual project 
costs and aggregated project costs must  
accurately portray the biennial expenditure plan 
for the program. 

Whether the WOA is complete and accurate to 
help reduce the number of errors occurring in 
TRAINS and CPMS data. 
Whether all FHWA requirements have been met. 
The federal aid authorization process requires this 
review. 

Steps in the Review Process 
The review process is different for each type of 
work order that is processed and for each Region 
or office that submits a work order.  The workflows 
in the WOA system have been designed to support 
the policies designed for WOA flow.  The workflow 
diagrams are available for viewing in the WOA 
system at: 
http://acordewebprod. 

How to Check the Status of a Work 
Order Authorization
The WOA system keeps track of the location of each 
WOA and links to the current document.  Anyone who 
can access the WOA system can search the database 
to obtain the latest information about a WOA.  The 
WOA system is a webbased application that is at: 
 http://acordewebprod.

http://acordewebprod.
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DOT Form 120-025 EF
5/99

Work Order Closure Request

Work Order No.

Federal Aid No.(s)

Title

Responsible Org. Org. Manager

Yes No

Payable
Agreement Task No. Authorized $ Expenditures

Comments

Requested By Date

Closed By Date

Have all the necessary adjustments (Journal Vouchers) been
made to the appropriate Group and Group Category?

Work By Contractor  (Grp Cat 01)

Yes No Has retainage been released?

Yes No
Are the expenditures for Prime Contractor in balance with the dollar
amount as shown on the Headquarters Final Estimate Payment?

Yes No Has amoritization been balanced (Contracts with Subprogram M5)?

Payable Agreements (Grp Cat 02)

Close

Yes No

Work Order Closure Check List Verification Check List

Totals

(Grp Cat 01) -Verify
if work order has
federal funds

Yes No

Reimbursable Agreement
Close

Yes No

Agreements Scheduled
for Final Billing

Send Notice to
Audit Office

Reimbursable Agreements

Close

Yes No

Agreements Closed?

Balance and
Close Work
Order

1

2

3

4

5

6

Reimbursable Agreement

(To be completed by Requestor)

(To be completed by PSS)

Figure B-1.  Work Order Closure Form 
WSDOT Form 120-025 EF
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Managing Work Order Expenditures
The work order is the basic tool used to manage the 
funding appropriations made by the Washington 
State Legislature.  Appropriations are separated 
into program allocations, and, depending upon the 
program, these may be broken down to subprogram 
allocations for each Region.   A unique Program Item 
(PI) identifies specific work (a project) within each 
subprogram allocation.  The project to be accom-
plished by each Program Item is defined by one or 
more Work Items (WI), each of which may have a 
preconstruction engineering, right of way, and/or 
construction phase.  A separate work order is defined 
for each Work Item phase.  Each Work Item phase has 
one and only one work order defined for it.  However, 
funding for a given Work Item phase (work order) can 
come from more than one subprogram allocations. 
The work order, then, is a valuable tool to monitor and 
manage costs associated with projects in the highway 
construction program and to track expenditures for a 
given subprogram allocation.

Work Order Groups
Work Order groups and group categories are  
established in TRAINS to provide further detail of 
work order expenditures.  The Group Category  
segregates expenditures by type of work, such as state 
force work, work done by others under a payable 
agreement, or work done by a contractor. Multiple 
groups may be set up for each Group Category. In 
most cases, Regions are authorized to approve WOAs 
that transfer funds between Group Categories where 
there is no increase to total authorization.  
(A change to the authorized amounts of federal 
dollars, the addition of a new fund source, or a change 
to the state force amount on a CN phase work order 
requires HQ approval.)  Group Categories may not 
be reduced below actual expenditures to date (which 
would result in an overrun Group Category).  The 
WOA system recognizes regional authority and, by 
selectively routing the WOA, eliminates unnecessary 
processing of work orders by HQ PC&R.  On active 
work orders, expenditures should be controlled in 
the Region.  If a project is not going to collect direct 
charges for a while, or if the project is pending 
completion, then the Region or HQ can close one or 
more of the TRAINS groups.

Expenditures cannot be charged against closed 
groups.

Responsibilities of the Project 
Manager
The assigned Project Manager has primary  
responsibility for monitoring the specific activities 
of a work order and for making sure expenditures 
stay within authorized funding.  The Project Manager 
should establish a work plan including a monthly 
expenditure plan.  The expenditure plan should show 
how much has already been spent each month and 
the planned expenditures by month for the remaining 
life of the work order.  A clear understanding of the 
expenditure plan for a project is critical.  Adjustments 
to funding levels should be made as soon as the 
need becomes apparent.  It is especially important 
to anticipate the need for additional funding, well 
in advance of overrunning the authorization.  The 
Region Program Managers monitor their subprogram 
allocations and expenditures.  They perform a general 
review of work orders in the highway construction 
program, but it is the Project Manager/Engineer 
who has primary responsibility for monitoring and 
managing the individual project expenditures.

Reporting on Work Order 
Expenditures
Work order authorization and expenditures are tracked 
using a variety of reports, both printed and online, 
mainframe and web-based.  Work orders are generally 
reviewed on a monthly basis by work order managers 
but may be tracked more frequently if the situation 
warrants.  Reports are available from TRAINS, 
CPMS, and FIRS to use for tracking expenditures. 
Most data can also be downloaded to a personal 
computer for use in producing customized reports, 
charts, and graphs.

Establishing Federal Aid Project 
Agreements
A FAPA, initiated by completing FHWA Form 120, 
defines the scope and cost of a project that will utilize 
federal funding.  When approved by FHWA, the 
form documents FHWA’s commitment to participate 
in the project cost.  While this form is prepared and 
submitted by HQ, Region Program Management staff 
needs to understand the requirements for receiving 
federal aid funding on projects.  The FAPA must be 
approved prior to starting any project phase planned 
for federal funding.  Any expenditures incurred prior 
to FHWA approval are not eligible for reimbursement. 
An additional authorization may be required if there 
is a change in project scope, new work is added to the 
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project, or contract conditions are renegotiated.  This 
is particularly important during construction when 
new work or payment incentives may be added to the 
project by a change order.

How the Approval Process Works
The Funds Authorization Branch of HQ PC&R, using 
information provided by a status report and/or a 
completed Work Order Authorization form, prepares 
FHWA Form 120.  It is reviewed and approved in HQ, 
then submitted to FHWA for review and approval. 
The FHWA review considers such questions as: 

Are the requested funds available?
Is the project as described eligible for the type of 
funds requested?
Has the state met FHWA requirements for  
developing the project?
Is the project in the current approved STIP?

Once the review is completed, FHWA returns the 
approved form to HQ PC&R. A WOA can then be 
processed, reviewed, and, if there are no other issues 
to be resolved, approved by HQ PC&R.  It is then 
forwarded to HQ Project Support Services for set 
up in TRAINS.  A copy of the approved form can be 
accessed in the Federal Aid Tracking System (FATS). 
Figure 3.6 shows the steps involved in federal aid 
approval.

What is Checked on a FAPA
Many questions need to be answered before setting up 
a FAPA.  The two most important are: 

Is the project in the approved STIP?

If the project is not included in the current STIP, 
FHWA will not approve the project authorization.   
HQ and the Region will need to work together and 
agree on how to proceed with the project until the 
STIP issues are resolved.

Are all the required supporting documents  
available?

Before the RW or CN phase can be submitted to 
FHWA, the design and environmental requirements 
for the project must be approved.  This includes 
approved RW plans, a Relocation Assurance Letter 
(if applicable), and a Project Funding Estimate 
(PFE) for RW Authorization.  The RW Certification 

Letter is also usually submitted with the PFE for 
construction projects.  (An exception is railroad-
crossing construction performed by the railroad within 
the railroad right of way.  If the state or a contractor 
performs this same work, a RW Certification Letter 
is required.)  Submitting an incomplete Form 120 to 
FHWA increases the review time.  FHWA staff will 
withhold approval until they have received all the 
required information.  HQ PC&R cannot process 
a WOA modification for an increase in project 
federal costs until FHWA has authorized an 
increase in federal funds.

How to Modify a FAPA
The FAPA must be modified to increase or decrease 
the amount FHWA has authorized for each phase. 
The modification should be requested as soon as it’s 
realized that project costs will differ from the FHWA 
authorized amount.  TRAINS, CPMS, Financial 
Information Retrieval System (FIRS), and other 
project data should be reviewed to determine whether 
the FAPA should be modified.  If the amount of 
difference is relatively small, it may be best to wait 
until the project is nearly completed to process a 
modification or to allow the final voucher process to 
satisfy the modification requirements.

Understanding FAPA Numbers
Each Federally funded project phase (and some third 
party agreements that are considered reimbursable) 
is identified by a FAPA Number.  The type of project 
funding and appropriation must be determined 
before this number can be assigned.  The Funds 
Authorization Branch of HQ PC&R assigns the FAPA 
Number (except on emergency relief projects and 
some demonstration projects) when the project phase 
is submitted to FHWA for approval and  
authorization.  This number usually remains the same 
for all phases, but occasionally PE is programmed 
under one FAPA and CN is programmed under 
another.  The FAPA Number is a series of alpha and 
numeric characters followed by a number enclosed 
in parentheses.  The State Route and State Route 
Section are usually identified.  Exceptions occur for 
emergency relief projects, for statewide projects, and 
for projects on multiple state routes.  The number 
in parentheses is simply a sequential number.  The 
following are examples of FAPA Numbers.  Table B-1 
depicts examples of FAPA numbers.
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Table B-1: Federal Aid Project Agreement Number Examples 
Interstate: IM-0901 (302) 

IM Funding Type (Interstate Maintenance) 

090 State Route 

1 
State Route Section (per “Status of Development of the National System of Interstate and Defense 
Highways”) 

(302) Sequential Number assigned in order of setup 

National Highway System: NH-0012 (040)

NH Funding Type (National Highway System) 

0012 State Route 

(040) Sequential Number 

Emergency Relief: ER-90-02 (038)

ER Funding Type (Emergency Relief) 

90 Year of Disaster (i.e. 1990) 

02 Number of Disaster Within FFY (i.e., second disaster) 

(038) Sequential Number 

Note:  The prefix “AC” is added to the funding type when the federal aid project is selected for Advanced 
Construction (for example, the project number would start ACIM for Interstate Maintenance funding or ACNH 
for National Highway System funding).  See the Advanced Construction Section for further information.

Note:  The prefix “AC” is added to the funding type when the federal aid project is selected for Advanced 
Construction (for example, the project number would start ACIM for Interstate Maintenance funding or ACNH 
for National Highway System funding).  See the Advanced Construction Section for further information.  

SPES and STP Agreements
In previous years, WSDOT submitted a Statewide 
Preconstruction Engineering System (SPES) 
agreement to FHWA to request project approval on a 
list of PE projects for that calendar year.  The  
agreements were set up based on the type of  
appropriation (i.e., Interstate Maintenance, National 
Highway System, etc.).  Similarly, in previous 
years, WSDOT submitted a Surface Transportation 
Program (STP) agreement to FHWA to request project 
approval on a list of projects for the calendar year. 
These agreements are set up by project phase.  The 
SPES and STP agreements listed those projects with 
a start date in the calendar year and indicated the 
total dollars to be spent.  HQ Program Management 
monitors each agreement to track the dollars spent 
and the new projects coming in.  The agreements may 
be modified to add new projects or to adjust the total 
obligation.  An agreement does not necessarily have 

to be modified if the dollars on an individual project 
change.  However, if it appears the overall funds will 
overrun, then a project modification must be made. 
The agreement does have to be modified if WSDOT 
wants to add new projects to the list.  Because  
information used in these agreement comes directly 
from CPMS, project start dates and the expenditure 
plan must be accurately maintained.  SPES and STP 
agreements were not set up for the 03-05 biennium.  
A decision has not yet been made whether or not these 
agreements will be set up for future biennia.

Advanced Construction
Advanced Construction (AC) allows work to be 
performed on approved federal aid projects without 
having to obligate federal funds apportioned or 
allocated to the state.  AC allows a state to proceed 
with highway construction, metropolitan planning, 
rail-highway crossings, bridge replacement/rehabili-
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tation, hazard elimination, or planning and research 
projects provided the state: 

has authorized the proposed project, 
has used all obligation authority distributed to it, 
or 
has demonstrated that it will use all obligation 
authority distributed to it. 

The state may proceed with an Interstate Maintenance 
project without regard to apportionment or obligation 
authority balances. 

However, the total AC authorization within a funding 
category cannot exceed the funding limitation  
established.  The AC project must meet the same 
requirements and be processed in the same manner 
as a regular federal aid project.  Authorization by 
FHWA does not constitute a commitment of federal 
funds.  The state can qualify a project for federal 
participation, and then convert the project to AC at a 
later date.  FHWA cannot reimburse the state until the 
project has been converted.  As a result, the state must 
submit a final voucher to FHWA upon completion 
of the project even though the project has not been 
converted. 

Soft Match Funds
Title 23, Section 120 (j) of the United States Code 
(USC) permits the states to use certain toll revenue 
expenditures as a line of credit towards the  
non-federal matching share of all programs authorized 
by Title 23, except Emergency Relief.  This regulation 
is known as “soft match” and allows the federal share 
of a project to be increased up to 100 percent of the 
project cost.  Soft match does not bring additional 
revenue into the state but simply allows the state to 
obligate its apportionment more rapidly and on fewer 
projects.  Soft match is used as a money management 
tool and does not reduce or replace the state matching 
funds required on a project.  Soft match is calculated 
by comparing ferry system revenues to operating 
expenditures.  When expenditures exceed revenues, 
a line of credit or toll credit occurs.  Every time 
a project receives soft match funds (includes toll 
credits), this credit balance is drawn down by the 
state match share.  The line of credit is calculated 
annually and replenishes the line of credit account.  
The Finance and Administration Service Center tracks 
soft match expenditures and compares them to the 
line of credit to ensure that the account doesn’t exceed 
the available credit limit.  If soft match funding/toll 
credits are used on a project, the WOA must show the 

fund codes and the federal pro-rata share that will be 
used, so HQ Project Support Services can properly 
code the work order for soft match.  For additional 
instructions on how to set up soft match/toll credits 
see: 
wwwi.wsdot.wa.gov/ppsc/pgmmgt/Fed/Soft%20Matc
h%20Directions%20for%20Internet.doc)

Work Order Authorization (WOA) 
Instructions
Processing
All required documentation and approvals shall be 
obtained prior to submittal of a WOA form to HQ.  If 
HQ receives a WOA before the approval of the project 
summary or if scope, cost, or schedule changes have 
not been approved, then the WOA will be rejected 
unless a prior agreement was reached with HQ PC&R 
for submitting an incomplete WOA.  This will ensure 
a valid basis for system performance measurement. 
The subprogram field on the “Pin Lines” tab must be 
filled out for every WOA, even for a transfer.  The 
system routes the document to the appropriate queues 
based on the subprograms on this tab.  The finance 
codes and pro-rata listed in the” Federal Aid” tab and 
those listed in the “Pin Lines” tab must match.  A note 
shall accompany all rejected packages to explain why 
the WOA was rejected.  When the issue is resolved,  
a note of explanation is added, and the WOA is  
resubmitted. Any questions that are asked in the 
“Notes” fields must be answered in the “Notes” field.

Communication
Table B-2 provides a general description of the 
purpose of the various Notes Tabs on the WOA used 
to communicate additional information.  In general, 
notes added in all the WOA Tabs shall be added below 
previous notes and need to be in the following format:

HQ Notes Tab
02/09/2004 – Doug Pulse
Rejecting the WOA back to the Region
because the PCF has not been approved.
Please resubmit WOA after HQ approves
the PCF and attach the approved PCF.
HQ Notes Tab
02/16/2004 – Connie Deer
PCF approved by HQ on 2/15/04,
resubmitting WOA.  See attached PCF
310135B.doc.

wwwi.wsdot.wa.gov/ppsc/pgmmgt/Fed/Soft%20Match%20Directions%20for%20Internet.doc)
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Tables B-2 thru B-7 depict the information required 
in selected WOA Tabs for various types of WOAs and 
corresponding examples.

Attachments
When adding an attachment to a WOA, remember to 
include a note in the WOA describing the attachment. 
Most attachments are either copies of documents 
stored elsewhere or do not need to be part of the legal 
record for the work order.  A comment in “Notes to 
Accounting” must be added if an attachment should 
be printed by Project Support Services and placed in 
the work order file (such as e-mails containing special 
setup instructions, work order closure requests, and 
other documents providing special instructions like 
spreadsheets detailing A2A calculations).  For ease of 
identification, attachment-naming conventions should 
be followed.  For example: 

If the attachment is a Project Control Form, the 
filename should be PCF 310184B.doc. 

If the attachment is a Work Order Closure form, the 
file name should be Closure MS3456.fm.

Authority
When initiating a WOA, proposed additions and 
increases to the authorization plan in CPMS should 
be entered using proposed dollars (P-lines).  HQ 
PC&R staff will change (after the WOA is approved) 
the P-lines to Y-lines (authorized dollars) in CPMS; 
all WOAs are processed through the HQ PC&R 
Y-line queue before forwarding to TRAINS.  For 
decreases to the authorization plan, Region staff has 
the authority to approve the WOA and reduce Ylines 
accordingly in CPMS.

Construction Contract Funds 
Authorization (CCFA)
An approved CCFA is required to document that 
funds are available to advertise a construction 
contract.  When a CCFA is processed through the  
Y-line queue, a copy of the CCFA form must be 
attached to the package in Acorde.  To do so, 
click on Print Preview and use File | Save As… 
in Internet Explorer to save the file in an easy-to-
remember location, like C:\AAWork.  Name the file 
CCFAannnnna (where annnnna is the WIN) and 
attach it to the package using the Attachments box 
below the editable WOA form.  When the package 
is routed through the system as an Adjust-to-Award 
WOA, the CCFA will be available for reference.  The 

Contract Payments Section (CAPS) assigns contract 
numbers on the Friday before the contract  
advertising date (usually Mondays) so the CCFA must 
be approved and forwarded to CAPS before 1:00 
PM on that Friday.  Following advertisement, the 
approved CCFA remains in the CAPS queue awaiting 
contract award.

Adjust-to-Award WOA
When bids are opened for a proposed contract, there 
is a short time to obtain expenditure approval before 
the award meeting.  Typically, the bid opening is 
on a Wednesday and the award meeting is on the 
following Friday.  If the low bid is accepted, then 
the contract is awarded on Monday.  Due to the 
short time frame, HQ PC&R must be prepared to 
make a funding decision as soon as the low bid is 
identified.  On the bid opening day morning, the 
Region program management offices compare the 
CCFA estimate to the most current E-Base estimate 
(Engineers Estimate) for all contracts scheduled for 
bid opening.  If there are substantial differences in 
total cost per PIN, a PCF may be required following 
identification of the low bid.  In coordination with 
other offices, the Contract and Ad Award Office 
compares the low bid and the current E-Base estimate, 
updates E-Base, produces a Bid Status Report for 
each contract, and distributes the Bid Status Reports 
no later than Wednesday afternoon.  If the lowest 
bid is 10% over the current E-Base estimate, then 
the Contract and Ad Award Office must receive HQ 
PC&R program manager approval before awarding 
the contract.  After analyzing the Bid Status Reports, 
updated E-Base estimates, and CPMS, the HQ PC&R 
program managers may determine that while the 
overall lowest bid is within 10% of the current E-base 
estimate, there may be a substantial difference from 
the amounts authorized per PIN in the CCFA.  If a 
cost increase is identified, HQ PC&R will determine 
whether or not to delay the award.  The decision is 
based on the size of the increase, and whether a PCF 
or additional information is required.  If these issues 
cannot be resolved, then HQ PC&R will notify the 
Contract Ad and Award Office of the delay before or 
no later than the Friday Award Meeting.  The contract 
cannot be awarded until HQ PC&R approves the 
PIN cost increases.  Once the contract is awarded, 
CAPS completes the CCFA.  The WOA system routes 
the CCFA back to the initiator, and it is converted 
into an Adjust-to-Award (A2A) WOA.  The Region 
updates CPMS finance lines and the A2A WOA to 



Appendix B

Appendix B-14 Project Control and Reporting Manual M 3026.00 
 January 2006

the bid amounts (Construction Engineering (CE) 
and Contingencies are not reduced).  Increases to 
CPMS are entered as P-lines, while decreases will be 
made to existing Y-lines.  It is important to note that 
decreases resulting from lower bids will decrease the 
CPMS project total cost; N-lines will not be permitted 
to display the difference between lower bids and a 
higher CCFA authorization level.  The A2A WOA and 
the final E-Base estimate are routed to HQ Project 
Support Services to be set up in TRAINS.  Even 
though the contract has been awarded, expenditures 
shall not be charged to the contract until after the 
contract has been executed.
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Table B-2: WOA Notes Tabs

Notes Tabs Purpose

Work Order Justification
The reason why you are submitting the WOA.  Be as clear and complete as possible to avoid questions that may delay 
WOA processing.

Notes to CPMS Information intended for the person who will be updating CPMS.

Notes to Accounting Information for the HQ Project Support Services office in HQ Accounting.

Region Notes Information from the Region intended for other Region1 personnel or HQ Program Management personnel

HQ Notes Information from HQ Program Management personnel intended for other HQ PM personnel or Region personnel

Here is an example: 
HQ Notes Tab
02/09/2004 – Doug Pulse
Rejecting this WOA back to the Region because the PCF has not been approved.  Please resubmit WOA after HQ approves the PCF and attach the 
approved PCF.

Region Notes Tab
02/16/2004 – Connie Deer
PCF approved by HQ on 2/15/04, resubmitting WOA.  See attached PCF 310135B. doc.

Tables B-4 through B-8 provide the information required in selected WOA Tabs for various types of WOAs and corresponding examples. 

1  “Region” includes not only WSDOT Regions, but also offices that behave as Regions with regard to the WOA system.  Examples of these offices are Traffic and Environmental.
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Table B-3: New Setup WOA 

WOA TAB INFORMATION REQUIRED EXAMPLES
Federal Aid Indicate the Federal Aid Project Agreement 

number or type in “New” if no agreement has 
been set up

(Self explanatory on the form)

For federally funded, indicate if soft match and 
fill in applicable fields.

(Self explanatory on the form)

WO Justification State the purpose of the WOA 06/29/2004 – Tony Dorset
Initial setup for the John Jeffreys Rest Area RV dump station 
rehabilitation

Identify/explain any unusual circumstances such as:
No originals in CPMS or incorrect originals 03/11/2003 – Stacey Keach

Incorrect originals in CPMS.  Original CN phase total for biennium 
is $2,500,000 and original project total for all bien is $3,245,780.

PE ratio is different from Plans Preparation 
manual

07/02/2003 – Roger Staubauch
PE ratio is 25% because of additional design rework to accom-
modate City of Deadwood’s concern over local business access.

State workforce is over $50,000 95/28/2004 – Sonny Sixkiller
Maintenance is accomplishing chip seals at three separate locations 
across the Region and no one location will exceed the $50,000 limit 
for state workforce labor.

For an unprogrammed project, reference 
approved PCF and attach to WOA

01/15/2004 – Merle Olsen
PCF approved by John Conrad on 12/20/03 (see attached PCF 
310183B.doc)

Note status Project Summary if not approved. 11/16/2003 – Barbara Eden
Project Summary was submitted for HQ approval on 10/11/2003

Notes to CPMS Specify any special instructions 07/01/2004 – Mary Tyler Moore
Change approval code to S1
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Notes to Accounting Identify multiple funding sources

Link federal funding to Federal Aid Project 
Agreement Number

05/13/2003 – Harry Potter
Adding JS Q060 and JT Q100 funding under FA# DBR-0104(032).

Designate which federal funding source has soft 
match (toll credits)

10/23/2002 – Sam Houston
Soft Match goes with JS Q100 funding.

Explain order in which funds should be spent 02/28/2003 – Jane Vanvoorst
Set up groups to expend DT dollars first, then IQ and DA, and AA 
last.

Clarify any Receivable Agreement open issues 06/03/2004 – Mecury Morris
GCA4028 and GCA4029 are pending

Region Notes Respond to any HQ Notes if WOA has been 
rejected back to Region.  Explain briefly what 
action was taken and what was changed on the 
WOA

05/03/2004 – Peter Sellers
Attached copy of HQ approved PCF (see PCF 202043C.doc.) we 
inadvertently omitted.

07/23/2002 – Rachel Welch
Reduced PE percentage to 12%.

Table B-4: Increase WOA 
WOA TAB INFORMATION REQUIRED EXAMPLES
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WO 
Justification

State the purpose of the WOA 05/01/2004 – Additional funding needed to cover WSP support for 
traffic control at a signalized intersection.

Identify/explain any unusual circumstances 04/08/2004 – Bart Starr
Ramsay County is the lead for this widening project.  WSDOT 
is contributing funds to improve the intersection at NW 122nd 
and SR210

Provide a brief justification for increases 09/22/2003 – Sam Huff
Increase in PE funds required to update design file since the 
project had been shelved for 2 years.

Note any threshold breaks that require PCF approval and 
attach approved PCF

02/12/2003 – Walter Peyton
HQ approved on 03/15/2004 accelerating the Ad date from 
4/2005 to 4/2004 (see attached PCF 430589B.doc).

Notes to CPMS Specify any changes made in CPMS as a result of this 
WOA

07/08/2004 – Freddy Dreamer
Region Unstable Slope Minor Cap Bucket WIN D9999066 
reduced by region

Notes to 
Accounting

Identify funding changes and Group Categories affected 07/06/2004 – Teresa Clizer
Please setup a group under group cat 99 titled ‘Contracting 
Services’

Clarify if transferring funds and identify any transfer of 
expenditures

03/19/2003 – Julie Johnson
Change Groups to JS and transfer $100,000 from JT to JS.

Identify any new Group setups including subprogram and 
type of funding

08/12/2004 – Juan Riveras
Setup I1 Group for Y-6387 Task# AA, Consultant Ever Ready, 
$5,000 using federal NP and state AA funds.

Clarify any Receivable agreement open issues 06/03/2004 – Mecury Morris
GCA4028 and GCA4029 are pending
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Region Notes Respond to any HQ Notes if WOA has been rejected back 
to Region.  Explain briefly what action was taken and 
what was changed on the WOA

05/03/2004 – Johnny Unitas
Attached copy of HQ approved PCF (see PCF 0100576C.doc).

Include additional information to assist in processing the 
WOA

09/17/2003 – Margaret Thatcher
Additional information has been added to the WO Justification 
Tab explaining the increase in CN costs.

08/09/2002 – Hershel Walker
Ramsay County project info:
RW Cert:  03/26/2004
Design Approv: 07/10/2004
STIP: 2004 01/07/2004
NEPA: CE: 01/07/2004

Table B-5: Transfer WOA
WOA TAB INFORMATION REQUIRED EXAMPLES
WO Justification State the purpose of the WOA 05/01/2004 – Jack Dreyfus

A request has been made to close GCA3419, which expired.  
However, Accounting needs to close Group 04 first. 

Notes to CPMS Specify any changes made in CPMS as a result 
of this WOA

10/30/2003 – Andy Jackson
Changed Finance Code from GA to GT and added Toll Credits.

Notes to Accounting Identify funding changes and Group Categories 
affected

07/06/2004 – Teresa Clizer
Please close Group 04.

Clarify if transferring funds and identify any 
transfer of expenditures

03/19/2003 – Julie Johnson
Change Groups to JS and transfer $100,000 from JT to JS.

Identify any new Group setups including 
subprogram and type of funding

08/12/2004 – Juan Riveras
Setup I1 Group for Y-6387 Task# AA, Consultant Ever Ready, 
$5,000 using federal NP and state AA funds.

Clarify any Receivable Agreement open issues 06/03/2004 – Mecury Morris
GCA4028 and GCA4029 are pending
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Region Notes Respond to any HQ Notes if WOA has been 
rejected back to Region.  Explain briefly what 
action was taken and what was changed on the 
WOA

05/17/2004 – Rex Harrison
Changed the finance code from JP to JT in CPMS as requested.

Table B-6: CCFA

WOA TAB INFORMATION REQUIRED EXAMPLES
Federal Aid For federally funded, indicate if soft match and 

fill in applicable fields.
(Self explanatory on the form)

WO Justification State the purpose of the CCFA and indicate if 
Nickel Funded.

05/01/2004 – Fran Tarkington
Requesting funds for construction of the 2nd phase of this I1 nickel 
funded project.

Table B-7: Adjust-to-Award
WOA TAB INFORMATION REQUIRED EXAMPLES
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WO Justification State the purpose of the WOA 09/12/2003 – Johnny Ringo
Adjust-to-Award.  Bid was 15% below engineer’s estimate.

or

08/14/2003 – Johnny Yuma
Adjust-to-Award.  Bid was 10% above engineer’s estimate.

Provide a brief justification for increases or 
decreases

07/12/2003 – Kate Smith
Increase due to higher bid costs for erosion/pollution control bid items.

Indicate what has changed from the CCFA 03/23/2003 – Gene Hackman 
CE % increased to 18% due to increased Group 03 costs because the 
engineer’s estimate did not originally take into account the additional 
hauling costs due to the remote location.

06/25/2004 – Charlotte Klicker
Groups 01, 02, and 03 increased from the CCFA.  CCFA totals were:
01: $291,816.98
03: $70,345.87
06: $161,298.65
(See attached CCFA)

Notes to CPMS Specify any changes made in CPMS as a result 
of this A2A

10/04/2004 – Kay Turpin
Region reduced plan in CPMS to reflect decrease as result of low bid.

03/15/2004 – Kate Smith
Region added N lines in CPMS to reflect $1,550,987 increase over engineer’s 
estimate.
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Notes to 
Accounting

Identify multiple funding sources
Link federal funding to Federal Aid Agreement 
Number

05/13/2003 – Harry Potter

Adding JS Q060 and JT Q100 funding under FA# DBR-0104(032).
Designate which federal funding source has soft 
match (toll credits)

10/23/2002 – Sam Houston
Soft Match goes with JS Q100 funding.

Explain order in which funds should be spent 02/28/2003 – Jane Vanvoorst

Set up groups to expend DT dollars first, then IQ and DA, and AA last.
Clarify any Receivable Agreement open issues 06/03/2004 – Mecury Morris 

GCA4028 and GCA4029 are pending
Region Notes Respond to any HQ Notes if WOA has been 

rejected back to Region.  Explain briefly what 
action was taken and what was changed on the 
WOA

08/22/2004 – Tom Hanks

Reduced CE to 4%.
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Managing Project Change
Overview
Highway Preservation & Improvement 
The Project Control Form (PCF) is the key source 
document within WSDOT for documenting and 
approving project changes in scope, schedule, and 
budget.  It summarizes the reason for the change and 
why the change is the most prudent course of action. 
It is a concise public document and the primary 
record that substantiates the need to deviate from 
prior commitments regarding scope, schedule, and 
budget.  After contract award, the construction Change 
Order is the key source document for the approval of 
project changes affecting scope, schedule, and budget; 
however, the PCF is still used to elevate funding and 
schedule issues (such as threshold breaks) associated 
with approved construction project changes.  The PCF 
approval process is different for Nickel/Transportation 
Partnership (TP) funded and Pre-Existing (PEF) 
funded projects.  For Nickel/TP funded projects, any 
change in scope, schedule, or budget will require the 
submittal of a PCF to the Project Control & Reporting 
Office (PC&R) for approval.  For PEF funded projects, 
approval of changes in project scope, schedule and 
budget above the Region threshold level will require 
the submittal of a PCF to PC&R.  The threshold break-
reporting feature in the Capital Program Management 
System (CPMS) will be used to identify and track 
project changes for PEF projects.  The construction 
Change Order approval process is the same for Nickel/
TP funded and PEF funded projects. 

When to Submit a Project 
Control Form
Highway Preservation & Improvement 
For Nickel and Transportation 
Partnership Funded Projects
A PCF (Figure C-1) will be prepared as soon as scope 
and schedule changes, or budget changes impacting 
Nickel/TP funding are identified in CPMS.  The only 
PCF submittal exception is for cash flow adjustments 
less than $100,000 that cross biennial lines and that 
do not involve a cost, scope or schedule change (i.e. 
reaging a project expenditure plan).  The PCF for 
Nickel/TP projects will be submitted directly to the 
Productivity Engineer (PE) in PC&R for processing 
(Figure C-2).  Approval authority for Nickel/TP 
funded project changes rests with the Transportation 
Commission and Legislature.  For projects funded 
with Nickel/TP and PEF funding, changes affecting 
Nickel or TP funding will take precedence in  
determining the PCF submittal and approval process. 
For example, if a proposed project schedule change 
would increase both the Nickel or TP funding and 
PEF funding on a project, a PCF would be submitted 
to PC&R reflecting both funding increases.  Even if 
the PEF funding increase is within the Region or HQ 
Program Manager approval level, the PEF funding 
increase will not be acted on until a determination 
is made on the Nickel or TP funding increase.  For 
projects funded with Nickel/TP and PEF funding 
where a proposed change does not affect Nickel 
or TP funding or a reportable Nickel/TP project 
schedule milestone, the PCF will be processed in the 
same manner as a PEF funded project (see following 
paragraph). 

For PEF Funded Projects
For PEF funded projects, a PCF (Figure C-1) will be 
prepared as soon as scope and schedule changes, or 
budget changes are identified in CPMS that require 
HQ approval. 

Appendix C 
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07/01/05

1 Note: For scope revisions, briefly summarize revision in Section 2 and attach additional sheet describing in detail the scope change. Page 1 of 4

HIGHWAY IMPROVEMENT AND PRESERVATION
PROJECT CONTROL FORM

Date Submitted: _____________ Region/Office Submitting _____________ Approval Date _____________

Project Page Title (if appropriate):
LEAP List Title:
CPMS Project Title: , MP ___ TO MP ___
Location:
Program Item No.:
Work Item No:
Subprogram:

1. Proposed change affects Nickel/Transportation Partnership scope/cost/schedule? Yes___ No___
• Was this proposed changed presented during a Quarterly Executive Review Meeting ? Yes___ No___
• If yes, which Quarterly Executive Review Meeting? _______________

2. Per Project Management Executive Order, July 2005:
• Does this project have an endorsed Project Management Plan? Yes___ No ___
• Is this change submittal consistent with the project’s Change Management Plan? Yes___ No ___

3. Summary of Project Functional Intent:
• Briefly summarize the scope of the initial project to include the purpose of the project:

• Summarize all approved changes or changes submitted awaiting approval since the last legislative budget
(baseline):

4. Summary Description of Proposed Revision:
• Describe the proposed change:

• List reasons why this proposed change is necessary:

5. Summary of Schedule Revision Proposed:

Project Timeline Project
Definition
Complete

Preliminary
Engineering

(Start)

Environmental
(Prior to Ad)

Right of Way
Certification

Project
Advertised

Operationally
Complete

Baseline

Last HQ Approved

Proposed Change
Net Change in Months
(Proposed vs. Baseline)

0 0 0 0 0 0

Project Milestones

Unprogrammed Project: Deleted Project:
Change Threshold: MinorMajor

ADir PMgr
No Change

Scope Revision1

Cost Revision
Schedule Revision
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Project Control Form
SR, Title

  2

6. Summary of Budget Revision Proposed ($):

Nickel Funding:

Transportation Partnership Funding:

Phase Cost Prior 05-07 07-09 09-11 11-13 13-15 Future Total Variance

Baseline 0
Prel.
Engineering.

Last HQ Approved 0

Proposed 0 0
Baseline 0

Right of Way Last HQ Approved 0
Proposed 0 0
Baseline 0

Construction Last HQ Approved 0
Proposed 0 0
Baseline 0 0 0 0 0 0 0 0

Total Last HQ Approved 0 0 0 0 0 0 0 0
Proposed 0 0 0 0 0 0 0 0 0

Total Variance Proposed vs.
Baseline

0 0 0 0 0 0 0 0

Proposed vs. Last
HQ Approved

0 0 0 0 0 0 0 0

Phase Cost Prior 05-07 07-09 09-11 11-13 13-15 Future Total Variance

Baseline 0
Prel.
Engineering.

Last HQ Approved 0

Proposed 0 0
Baseline 0

Right of Way Last HQ Approved 0
Proposed 0 0
Baseline 0

Construction Last HQ Approved 0
Proposed 0 0
Baseline 0 0 0 0 0 0 0 0

Total Last HQ Approved 0 0 0 0 0 0 0 0
Proposed 0 0 0 0 0 0 0 0 0

Total Variance Proposed vs.
Baseline

0 0 0 0 0 0 0 0

Proposed vs. Last
HQ Approved

0 0 0 0 0 0 0 0
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Project Control Form
SR, Title

  3

Pre-Existing Funding:

7. Proposed program adjustments to accommodate unprogrammed project or cost/scope/schedule revision.
Please select from the following and explain where indicated:

 Can be accommodated within PIN/Office budget funding. Explain how or why not:

 Can be accommodated within Region allocation. Explain how or why not:

8. Address any lessons learned that might provide similar positive outcomes or preclude similar
negative outcomes in future projects:

Select the lesson learned categories that apply: ________________________________________

(Select from the following categories: Access, Agreements, Architectural, Cost Risk assessment, Environmental,
Estimates & Schedules, Geotechnical, Hearings, Hydraulics, Managing Project Delivery, Materials, Plans, Project
Data (As-Built, survey), Project Summary, Public Agency Involvement, Railroad, Reports, Right of Way, Roadside
Restoration, Roadway, Safety, Structures, Traffic, Utilities)

Lesson – Describe what knowledge was gained from this experience.

Phase Cost Prior 05-07 07-09 09-11 11-13 13-15 Future Total Variance

Baseline 0
Prel.
Engineering.

Last HQ Approved 0

Proposed 0 0
Baseline 0

Right of Way Last HQ Approved 0
Proposed 0 0
Baseline 0

Construction Last HQ Approved 0
Proposed 0 0
Baseline 0 0 0 0 0 0 0 0

Total Last HQ Approved 0 0 0 0 0 0 0 0
Proposed 0 0 0 0 0 0 0 0 0

Total Variance Proposed vs.
Baseline

0 0 0 0 0 0 0 0

Proposed vs. Last
HQ Approved

0 0 0 0 0 0 0 0
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Project Control Form
SR, Title

  4

9. Proposal Concurrence:

Name Date
Region/Office Program Manager ________________________________ ________
Region Administrator/Director ________________________________ ________
HQ Program Manager ________________________________ ________

 HQ ASDE ________________________________ ________
 Priority Manager ________________________________ ________
 Materials Lab ________________________________ ________
 Other: __________________________ ________________________________ ________

Assistant Director Project Control and Reporting ________________________________ ________
Director Project Control and Reporting ________________________________ ________

10. Concurrence Comments:

11. Approving Authority’s Response:
 Approved
 Approved with conditions (see Comments)
 Needs additional evaluation or information (see Comments)
 Not Approved

Name: ______________________________________________ Date: __________________

Approving Authority’s Comments:

Recommendation – Describe how the knowledge gained from the lesson can be used.

Figure C-1.  Project Control Form 
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See http://wwwi.wsdot.wa.gov/ppsc/pgmmgt/CPMS/working/working6.pdf for the change approval threshold levels for 
PEF funded projects.  A PEF PCF requiring HQ approval will be submitted to the Change Management Engineer 
(CME) in PC&R for processing (Figure C-3).  While not required, Regions are highly encouraged to use the PCF 
to internally document and approve informational changes within Region authority.

For PEF funded project phases, there are two change thresholds, Major and Minor. Major threshold breaks are 
approved by the Director, PC&R, or by the Assistant Secretary, Engineering & Regional Operations /Executive 
Review Board. Minor threshold breaks fall into two categories:  Assistant Director approval level and Program 
Branch Manager approval level.  Minor breaks are approved within PC&R, depending on the type and magnitude 
of the Minor change.  Changes below the Minor level are classified as Information changes that do not require 
PC&R approval and can be implemented immediately by the region.  Either a single change, or a series of smaller 
changes can add up to break a threshold.  The amount of the latest change, the accumulation of several changes, 
the baseline (Legislative budget amount), and the last approved level of change, are all factors in determining 
threshold breaks.

The following example is designed to help explain when a PCF is required and the approval process for a PEF 
funded project.  The example is a hypothetical PEF funded new start project that had seven cost changes in 2003-
2005.

2003-2005 BIENNIA

2003
PCF Cost Fields   Project Cost/  PCF Requirement
    Change
New Start Project 
Baseline LEGFIN  $20,000,000  New start project in 03-05. Baseline LEGFIN is the 
Last HQ Approved  $20,000,000   2003 Legislative Budget and Last HQ Approved
        matches the Baseline LEGFIN.
Proposed Change #1  $1,000,000  PCF required because the accumulative change
       is $1,000,000, which breaks a Minor approval 
       threshold. PC&R PM approval required. 
Baseline LEGFIN  $20,000,000  After Change #1 was approved, Baseline remains 
Last HQ Approved  $21,000,000  unchanged but Last HQ Approved was updated to
reflect HQ approval.

2004
Baseline LEGFIN  $21,000,000  Baseline was reset to 2004 Legislative
Last HQ Approved  $21,000,000  Supplemental Budget. Last Approved now
       matches Baseline LEGFIN.
        
Proposed Change #2  $1,000,000  PCF required because the accumulative change 
       is $1,000,000, which breaks a Minor approval 
       threshold. PC&R approval required. 
Baseline LEGFIN  $21,000,000  After Change #2 was approved, the Baseline 
Last HQ Approved  $22,000,000  LEGFIN remains unchanged but Last HQ 
       Approved was updated to reflect HQ approval. 
Proposed Change #3  $500,000  PCF not automatically required as the change is
       less than $1,000,000 since the last HQ approved PCF 
       and the accumulative change of $1,500,000 compared 
       to the 2004 Supplemental Budget does not break a new
       Minor approval threshold. Informational change, no HQ
       approval required.

http://wwwi.wsdot.wa.gov/ppsc/pgmmgt/CPMS/working/working6.pdf
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Baseline LEGFIN  $21,000,000  Baseline remains unchanged and Last HQ 
Last HQ Approved  $22,000,000   Approved not updated because no PCF was 
        processed for HQ approval. 
   
Proposed Change #4  $500,000  PCF required as there has been a $1,000,000
       change since the last HQ approved PCF, which breaks 
       a new Minor approval threshold. Assistant Director 
       PC&R approval required since the accumulated change 
       compared to 2004 Supplemental Budget breaks the 
       Minor approval threshold of $2,000,000.
Baseline LEGFIN  $21,000,000  After Change #4 was approved, Baseline remains 
Last HQ Approved  $23,000,000  unchanged and Last HQ Approved updated to
       reflect HQ Approval. 
 
Proposed Change #5  $850,000  PCF not automatically required as change is less than 
       $1,000,000 since last HQ approved PCF and the 
       accumulated change of $2,850,000 compared to 2004 
       Supplemental Budget does not break a new approval 
       threshold. Informational change, no HQ approval 
       required.
Baseline LEGFIN  $21,000,000  Baseline remains unchanged and Last HQ 
Last HQ Approved  $23,000,000  Approved not updated because no PCF was 
        processed for HQ approval. 

Proposed Change #6  $300,000  PCF required as the total change since the last
       HQ approved PCF is over $1,000,000 and breaks 
       a new Minor approval threshold. However, 
       Executive Review Board approval required as 
       the accumulated change (compared to 2004 
       Supplemental Budget) breaks Major change cost 
       threshold of $3,000,000.
Baseline LEGFIN  $21,000,000  After Change #6 was approved, Baseline remains 
Last HQ Approved  $24,150,000  the same and Last HQ Approved updated to reflect 
       HQ approval. 

Proposed Change #7  $-100,000  PCF not automatically required as the change is 
       (Occurs during 7th Quarter) less than $1,000,000 
       since the last HQ approved 
       PCF and the Executive Review Board approved a 
       $3,150,000 accumulative change. Informational change, 
       no HQ approval required. The decrease will be captured 
       when the Quarterly Summary of Adjustments Report is 
       produced for the last quarter and incorporated in the 
       2005-2007 Legislative Final Budget.
Baseline LEGFIN  $21,000,000  Baseline remains the same and Last HQ Approved not
Last HQ Approved  $24,150,000  updated because no PCF was processed for HQ 
       approval. 
2005-2007 BIENNIA
2005
Baseline    $24,050,000 Baseline reset to 2005 Legislative Budget and 
Last HQ Approved   $24,050,000 reflects accumulated HQ approvals since the 
       2004 Legislative Supplemental Budget. Baseline
       and Last HQ Approved now matches.
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Preparing a Project Control Form
Once it has been determined a PCF needs to be prepared to obtain approval for a project change prior to or at 
contract award or to elevate funding/schedule issues associated with approved construction project changes, the 
initiator needs to first determine if the proposed change affects Nickel/TP funded scope/cost/schedule and indicate 
appropriately at the top of the PCF (Figure C-1).  The initiator can then complete the PCF using the following 
guidelines.

HIGHWAY IMPROVEMENT AND PRESERVATION
PROJECT CONTROL FORM

Date Submitted:  ___________  Region/Office Submitting ___________  Approval Date  ________

Project Page Title (if appropriate):  
LEAP List Title:  
CPMS Project Title:  , MP ___ TO MP ___

 Location:  
Program Item No.:  
Work Item No:  
Subprogram: 

Unprogrammed Project: Deleted Project:
Change Threshold: Major Minor No Change

ADir PMgr
Scope Revision1 X
Cost Revision X
Schedule Revision X

In this section of the PCF, the “Date Submitted” is the date the Region or Office forwards the PCF to PC&R for 
approval. The “Approval Date” is filled in by PC&R after the PCF is approved. If the PCF is not approved, then 
the PCF is returned to the Region or Office with “Not Approved” in the space provided rather than a date. In the 
above section of the PCF, the initiator also identifies the threshold broken. In the above example, the proposed 
cost revision is a PEF funded change and it broke a Minor cost threshold requiring approval by the Assistant 
Director of PC&R. This proposed change does not affect the project scope or schedule. 

Nickel/TP changes always break a Major change threshold since they require ERB/Transportation Commission 
approval. The only exception is for cash flow adjustments less than $100,000 that cross biennial lines and that do 
not involve a cost, scope or schedule change (i.e. reaging a project expenditure plan) 

1. Proposed change affects Nickel/Transportation Partnership scope/cost/schedule? Yes X  No__
Was this proposed changed presented during a Quarterly Executive Review Meeting? Yes X  No__
If yes, which Quarterly Executive Review Meeting?  December 15, 2005       

In Section 1 of the PCF, the initiator indicates whether the proposed change affects Nickel/TP scope/schedule and 
if the proposed change was presented at a Quarterly Executive Review meeting. 

2. Per Project Management Executive Order, July 2005: 
Does this project have an endorsed Project Management Plan?    Yes  X No__ 
Is this change submittal consistent with the project’s Change Management Plan?  Yes  X No__ 

In Section 2 of the PCF, the initiator indicates if a Project Management Plan (PMP) has been developed and 
endorsed as described in Executive Order E 1032.00. The PCF may be held in abeyance or returned without action 
if an endorsed PMP is not available. Additionally the initiator indicates if submission of the PCF is consistent with 
the change management process described in the project’s Change Management Plan.
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3. Summary of Project Functional Intent:
Briefly summarize the scope of the initial project to include the purpose of the project:
This project will build left turn lanes on SR 66 at 99th Ave NW/Lake Teresa Road and 147th Ave NW. 
It will also build right turn lanes on 99th Ave NW/Lake Teresa Rpad, and upgrade safety features in the 
project area to address a high-risk traffic channelization deficiency.
Summarize all approved changes or changes submitted awaiting approval since the last legislative bud-
get (baseline):
Amended scope as approved by PCF on 5/9/04:
 Realign the north leg of 147th Ave NW to the east to form a four legged intersection with SR 66
 Lower the grade of the vertical curve on SR 66 east of the intersection to improve intersection 

sight distance
Amended scope as approved by PCF on 6/4/04:
 Construct an eastbound right turn pocket on SR 66
Cost increase for $350,000 approved by PCF on 7/15/04:
 Hydraulic redesign

In Section 3 of the PCF, the initiator briefly describes the scope of the project as defined in the original Project 
Summary including any details pertinent to understanding the proposed revisions in item 2 below. The initiator 
then briefly describes any subsequently approved changes for scope, cost or schedule.

4. Summary Description of Proposed Revision:
Describe the proposed change:
The PE cost needs to be increased by $50,000 and CN phase cost needs to be increased by $450,000. 
This would be a $500,000 change since the last HQ approved change and an accumulated change of 
$850,00 since 04LEGFIN, which breaks a new Minor approval threshold. The Operationally Complete 
Date will slip one month.
List reasons why this proposed change is necessary:
Noise wall requirement for the 147th Ave NW realignment was missed during the design phase.

In Section 4 of the PCF, the initiator briefly describes the proposed scope, cost, or schedule change and compares 
the change to the Last HQ Approval and the accumulated change total to the most recent LEGFIN. In the example 
above, while the proposed change by itself would still be within the PC&R Program Manager approval level, the 
accumulated change compared to 04LEGFIN is over 20% since 04LEGFIN and requires PC&R Assistant Director 
approval. The initiator then briefly lists why the proposed change is necessary.

In Section 2 the initiator should also describe any proposed changes that result from completed cost risk analyses.

If the PCF is being submitted for a construction project as the result of approved Change Orders that could not 
be accommodated within project contingencies, then the initiator only needs to summarize the approved Change 
Orders. However, if there are other reasons for changes (besides Change Orders) such as the need to increase 
Construction Engineering (CE) costs, then the PCF initiator would need to explain why the CE cost increase is 
necessary. 
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5.  Summary of Schedule Revision Proposed:

Project Milestones 

Project Timeline 
Project 
Definition 
Complete

Preliminary 
Engineering  
(Start)

Environmental 
(Prior to Ad)

Right of Way 
(Certification)

Project  
Advertised

Operationally 
Complete

Baseline LEGFIN 06/21/00 08/02/99 06/15/04 07/05/04 10/25/04 03/20/06

Last HQ Approved 11/4/03 08/02/99 06/15/04 07/05/04 10/25/04 03/20/06

Proposed Change None None None None None  4/12/06

Net Change in Months
(Proposed vs. Baseline)

 0  0  0  0  0  1

In Section 5 of the PCF, the initiator enters the project schedule milestones and indicates any changes. The same 
schedule milestones are used for Nickel/TP and PEF funded projects. The schedule milestones are defined in 
Appendix D (still being developed). The “Baseline LEGFIN” date is the date shown in the most recent LEGFIN 
or LEAP list. In this case it would be the 04LEGFIN. The “Last HQ Approved” date is the last approved HQ 
change since the established Baseline LEGFIN date. The “Proposed Change” is the new date based on the 
proposed change in the PCF. The “Net Change in Months” is determined by comparing the Proposed Change to 
the Baseline date. In the above example, the proposed slippage of one month for the “Operationally Complete” 
project milestone. 

6 . Summary of Budget Revision Proposed ($ in 1000s):

Nickel Funding:
Phase Cost Prior 03-05 05-07 07-09 09-11 11-13 Future Total

Prel. 
Engineering.

Baseline LEGFIN               0
Last HQ 
Approved             0

Proposed               0

Right of Way 

Baseline LEGFIN               0
Last HQ 
Approved             0

Proposed               0

Construction

Baseline LEGFIN               0
Last HQ 
Approved               0

Proposed               0

Total 

Baseline LEGFIN 0  0 0 0 0 0 0 0
Last HQ 
Approved 0 0 0 0 0 0 0 0

Proposed  0 0 0 0 0 0 0 0
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Variance 

Proposed vs. 
Baseline LEGFIN  0 0 0 0 0 0 0 0

Proposed vs. Last 
HQ Approved  0 0 0 0 0 0 0 0

Transportation Partnership Funding:

Phase Cost Prior 05-07 07-09 09-11 11-13 13-15 Future Total Variance

Prel.
Engineering.

Baseline        0  
Last HQ 
Approved

      0  

Proposed        0 0

Right of 
Way

Baseline        0  
Last HQ 
Approved

      0  

Proposed        0 0

Construction

Baseline        0  
Last HQ 
Approved

       0  

Proposed        0 0

Total

Baseline 0 0 0 0 0 0 0 0  
Last HQ 
Approved

0 0 0 0 0 0 0 0  

Proposed 0 0 0 0 0 0 0 0 0

           

Total 
Variance

 

Proposed vs. 
Baseline 

0 0 0 0 0 0 0 0  

Proposed 
vs. Last HQ 
Approved

0 0 0 0 0 0 0 0  

Pre-Existing Funding:

Phase Cost Prior 03-05 05-07 07-09 09-11 11-13 Future Total

Prel. 
Engineering. 

Baseline LEGFIN 250 200      450
Last HQ 
Approved

250 550      800

Proposed 250 600      850

Right of Way 

Baseline LEGFIN 260 210      470
Last HQ 
Approved

260 210      470

Proposed 260 210      470

Construction 

Baseline LEGFIN 0 1,700 1,600     3,300
Last HQ 
Approved

0 1,700 1,600     3,300

Proposed 0 1,700 2,050     3,750
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Total 

Baseline LEGFIN 510 2,110 1,600 0 0 0 0 4,220
Last HQ 
Approved

510 2,460 1,600 0 0 0 0 4,570

Proposed 510 2,510 2,050 0 0 0 0 5,070

          

Variance

Proposed vs. 
Baseline LEGFIN

0 400 450 0 0 0 0 850

Proposed vs. Last 
HQ Approved

0 50 450 0 0 0 0 500

In Section 6 of the PCF, the initiator enters the Nickel, TP and/or the PEF funding information for the project 
phases and reflects any proposed changes. In the example above, the funding information is for a PEF change. The 
“Baseline LEGFIN” refers to the project cost in the most recent LEGFIN, in this case 04LEGFIN. The “Last HQ 
Approved” reflects the last HQ approved change since the 04LEGFIN. In the example above, for the Preliminary 
Engineering phase the “Last HQ Approved” reflects the $350,000 increase approved by PCF on 7/15/04 (see the 
Section 3 example). “Proposed” reflects any proposed phase cost changes. You will note the variance is calculated 
two ways by comparing Proposed to the Baseline and Proposed to Last HQ Approved. In the example above, 
the total Proposed change is a $500,000 or an 11% increase since the total Last HQ Approved change, which is 
within the PC&R Program Manager approval level. However, the total accumulated change is $850,000 or 20% 
higher than the total Baseline and breaks a new Minor approval threshold level requiring PC&R Assistant Director 
approval. 

7.  Proposed program adjustments to accommodate unprogrammed project or cost/scope/schedule 
revision. Please select from the following and explain where indicated:

  Can be accommodated within PIN/Office budget funding. Explain how or why not: 
Cannot be accommodated within project funding as contingency funding has been exhausted on 
previous changes.
 Can be accommodated within Region allocation. Explain how or why not:
The cost increase in 03-05 and 05-07 can be accommodated from the deferral of the SR 95 
I2 safety project from 03-05 to the later half of 05-07.  This added scope does not affect the 
planned construction start.

In Section 7 of the PCF, the initiator describes whether the proposed cost change can be accommodated within the 
Regions current program and explains how it can or cannot be accommodated. The initiator in this section also 
indicates if proposed changes will affect the planned construction season start.
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8.  Address any lessons learned that might provide similar positive outcomes or preclude similar 
negative outcomes in future projects:

Select the lesson learned categories that apply: 
     Environmental                                               

(Select from the following categories: Access, Agreements, Architectural, Cost Risk assessment, 
Environmental, Estimates & Schedules, Geotechnical, Hearings, Hydraulics, Managing Project 
Delivery, Materials, Plans, Project Data (As-Built, survey), Project Summary, Public Agency 
Involvement, Railroad, Reports, Right of Way, Roadside Restoration, Roadway, Safety, Structures, 
Traffic, Utilities)

Lesson - Describe what knowledge was gained from this experience.
Noise analysis should be conducted for proposed ramp extensions or realignments due to 
the high probability of these types of structures being in close proximity to business and 
residential areas. In this case, an existing noise wall was already in place but it did not 
buffer two homes adjacent to the ramp realignment. This should have prompted the need 
for a noise analysis. 

Recommendation -  Describe how the knowledge gained from the lesson can be used. 
Noise analysis consideration was added to the ramp design checklist. 

In Section 8 of the PCF, the initiator selects from the lesson learned categories and provides a brief description 
of the lesson learned from the events surrounding the proposed change and provides any recommendations to 
help preclude future occurrences. The information provided in this section is incorporated into WSDOT’s Project 
Delivery Lessons Learned database (http://fmpwebi.wsdot.wa.gov/lessonslearned/).

9.  Proposal Concurrence:
Name Date

Region/Office Program Manager Jim Hester 10/7/04

Region Administrator/Director Sheila Holmes 10/27/04

HQ Program Manager Frank Thomas 11/17/04

 HQ ASDE Tom Frye 11/05/04

 Priority Manager Bob Wilson 11/10/04

 Materials Lab

 Other: __________________________

Assistant Director Project Control and Reporting
Director Project Control and Reporting

In Section 9 of the PCF, the Region or equivalent office records the internal review and approval of the PCF 
before forwarding to PC&R for processing. After forwarding the PCF to PC&R as an electronic Word document, 
PC&R then coordinates the PCF through the HQ for approval. The initiator will often be the staff person who 
drafted the PCF at the request of their manager.
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10. Concurrence Comments: 
Concur with Region’s recommendation to use savings from the deferral of the SR 95 safety project to fund 
this proposed change. FT 11/17/04

In Section 10 of the PCF, HQ reviewers add comments either supporting the proposed change or recommending 
disapproval. HQ reviewers need to initial comments to identify the source.

11. Approving Authority’s Response:
 Approved
 Approved with conditions (see Comments)
 Needs additional evaluation or information (see Comments)
 Not Approved

 Authority:    Assistant Director   Date:          11/19/04         
 Approving Authority’s Comments:    Concur with using savings from SR 95 deferral   .

In Section 11 of the PCF, based on the threshold broken, the appropriate approving official indicates approval 
or disapproval and includes any conditions or questions under Comments. For Nickel funded changes requiring 
Transportation Commission approval, the Assistant Director PC&R signs the PCF indicating either Transportation 
Commission approval or disapproval under Comments. If the PCF is approved, then the “Approval Date” at the 
top of the first page of the PCF is filled in by PC&R. If not approved, PC&R returns the PCF to the originator 
with “Not Approved” annotated in the space provided rather than a date.

Processing a Project Control Form
The following two figures depict how a PCF is processed through the HQ for approval. Figure C-2 depicts the 
process for Nickel TP funded projects and Figure C-3 depicts for Non-Nickel funded projects.
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Approval Authority

         Levels 

Create PCF

Region Pgm
Manager

Region
Administrator

HQ Subpgm
Assistant

HQ Pgm
Manager

Concur

Concur

Concur

Initiator

Concur

Delete

Return to
Sender

Return to
Sender

Return to
Sender

Delete PCF

Return to
Initiator

Return to
Initiator

PC&R
Assistant
Director

Executive
Review

Concur

Concur
Return to
Sender

Return to
Sender

Approve

Initiator adds PCF-
specific

information

Concur

Notify
Stakeholders

Deny

Deny

Stop

Return to
Initiator

Return to
Initiator

Get info from
CPMS, PCF,

Baseline

Nickel/TP PCF Workflow

Return to
Sender

Deny

Possible, but
not likely

Normal document
routing

ASDE Bridge

SAPD

HydraulicsMats Lab

Tech Review

Approve

Commission

Return to
Sender

Return to
Initiator

Legislature

Concur
Return to
Sender

Deny

Approve

Approve

Return to
Initiator

Deny

Approve

Approving Authority: 

Ad Date Changes
Quarter

Approving Authority: 

Ad Date Changes

CN Season

    Approving Authority: 

$ Change (total or biennial)
above Region authority

  Approving Authority: 

Unprogrammed, Deleted,
Scope change

 Approving Authority: 

<$100k biennial change
$0 total change

Always

CC: SAPD
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Create PCF

Region Pgm

Manager

Region

Administrator

HQ Subpgm

Assistant

HQ Pgm

Manager

Concur

Concur

Concur

Initiator

Concur

Delete

Return to

Sender

Return to

Sender

Return to

Sender

Delete PCF

Return to

Initiator

Return to

Initiator

PC&R

Assistant

Director

Executive

Review

Board

Concur

Concur
Return to

Sender

Return to

Sender

Approve

Initiator adds PCF-

specific

information

Approve
Notify

Stakeholders

Deny

Deny

Stop

Return to

Initiator

Return to

Initiator

Get info from

CPMS, PCF,

Baseline

PEF PCF Workflow

Return to

Sender

Deny

Possible, but

not likely

Normal document

routing

ASDE Bridge

SAPD

HydraulicsMats Lab

Tech Review

Always

CC: SAPD
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For Construction Projects
After contract award, changes to scope of work, working days, or quantities will be approved through the Change 
Order process as defined in the WSDOT Construction Manual.  The PCF will not be used to approve construction 
contract changes; however, if approved Change Orders cannot be accommodated within established project 
contingencies and break project cost thresholds as described in this Appendix, then the Region must submit a PCF 
to HQ addressing how the funding impacts will be accommodated.  Additionally, if approved Change Orders will 
impact the Operationally Complete milestone (“Open to Traffic” or “Substantial Completion”), then the Region 
needs to submit a PCF to the HQ addressing the change.  For other construction project changes such as the need 
to increase Construction Engineering costs, the Region needs to submit a PCF to PC&R for approval.    

For Region Buckets (RA Discretionary, Unstable Slope Minor Cap,  
SRA minor cap, or scoping buckets)
Funding buckets are considered special operational budgets that are allocated to the Regions.  Regions cannot 
approve any minor increases for these buckets and must submit any additional needs to the appropriate HQ 
Program Manager in PC&R for consideration. 
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Appendix D to be added at a later date.

Appendix D
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